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LABOUR SHORTAGES IN CANADA: 
FIVE TIPS TO BENEFIT FROM 

INTERNATIONAL RECRUITMENT 
Nicolas Simard-Lafontaine and Camille Régent, Galileo Partners Lawyers Inc

Across Canada, employers are faced with 
unprecedented labour shortages. Shortages are 
mainly noticeable for unskilled positions and/
or for low-wage positions  in the manufacturing, 
logistics and service sectors of the economy.

From an economic standpoint, we expect 
those shortages to remain present in the 
Canadian economy for the foreseeable future. As 
Baby-Boomers are leaving the active population, 
the gen Z and millennial populations are not 
replacing it at a sufficient rate for all occupations 
hence driving down labour supply. Meanwhile 
demand for labour remains aligned with the 
growth of the Canadian economy.

As a demonstration, Statistics Canada 
reveals that job vacancy rates across Canada 
increased by 1% between the first and the 

second quarter of 2021 reaching 4.6%. As a 
reference point, in 2016, the job vacancy rate 
across Canada was at 2.5% for the second 
quarter .

In response to the current labour shortages, 
our firm is often involved in international recruit-
ment efforts made by Canadian employers. 
Using our knowledge of this space, we wanted 
to highlight five tips for hiring managers 
within organisations looking at recruiting 
internationally.

PLAN AHEAD
When considering hiring international talents 
from outside their organisation, hiring managers 
should expect a lengthy process that can easily 
last 12 months before the first day of work of a 

new foreign worker. In addition to the interna-
tional recruitment process, which will take a 
few months, the immigration process is often 
lengthy and complex.

Although some foreign workers could 
benefit from streamlined temporary immigration 
programs facilitating the issuance of Canadian 
temporary work permits (work permits) within 
days or weeks, low-wage foreign workers can 
rarely benefit from these programmes.

Consequently, employers are often required 
to apply for work permits through the low-wage 
stream of the Temporary Foreign Worker 
Program (TFWP). The TFWP is managed by 
Service Canada and Employment and Social 
Development Canada (ESDC), which are jointly 
responsible for the analysis and issuance of 
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Labour Market Impact Assessments (LMIA). For 
the Province of Quebec, employers must also 
apply for the issuance of a Quebec Acceptance 
Certificate (CAQ) issued by the Ministère de 
l’Immigration de la Francisation et de l’Intégra-
tion du Québec (MIFI). This process must be 
completed prior to applying for each foreign 
worker’s work permit.

In addition to the time required to identify 
a new talent, hiring managers should usually 
budget six months to plan, execute, process 
and obtain an approved LMIA (and CAQ when 
applicable).

Furthermore, the country of citizenship 
and the country of residence of a new foreign 
worker will impact the processing time of his 
or her work permit application. Indeed, Canada 
applies different rules for the processing of 
work permits based on these two variables and 
on the necessity to obtain a temporary resident 
visa (TRV).

Thus, while TRV exempt foreign nationals will 
be able to travel to Canada rapidly and apply for 
their work permit directly at a Canadian border, TRV 
required foreign nationals will need to apply for their 
work permits and TRVs from abroad prior to trav-
eling to Canada. The latter process can easily take 
up to six (6) months and varies greatly depending 
on the country of citizenship or residence.

To anticipate the duration of an international 
recruitment effort and to adequately plan the 
next steps, hiring managers should minimally 
be able to answer the following questions:
• For the position we are hiring in, will an LMIA 

be required?
• For the worker we wish to hire, will a TRV be 

required?

ALIGN THE INTERNATIONAL 
RECRUITMENT EFFORT TO THE 
ORGANISATION’S BUSINESS 
OBJECTIVES
Hiring managers should ensure international 
recruitment efforts are aligned with their organi-
sation’s short-, medium- and long-term business 
needs and objectives. Hiring managers should 
find alignment between:
• The prospective international worker’s 

profile and his or her suitability to Canadian 
immigration;
• For example: prior work experience, educa-

tion level, intentions in Canada, country of 
residence, country of citizenship and more;

• The position(s) to fill within the organisation;
• For example: determining if the position 

is a skilled position, a high-wage position, 
an unskilled position or a low-wage posi-
tion – determining if any local regulation 

restricting the practice of a trade or a 
profession applies to the position;

• The short- and medium-term business 
objectives;
• For example: time available to fill a position, 

business opportunities, missed business 
opportunities and more;

• The long-term business objectives;
• For example: an expansion of the Canadian 

operations, reducing turnover, eliminating 
the impact of a labour shortage on the long 
term and more.

An analysis of the above-mentioned elements 
must be completed at the very beginning of 
the process and a strategy answering short-, 
medium- and long-term business needs and 
objectives should be rolled out.

In practice, we are often involved with 
employers facing a mismatch between the 
international recruitment efforts they initially 
deploy and their long-term business objective 
of reducing turnover through the recruitment of 
foreign workers. After successfully onboarding 
foreign workers and after reaching a satisfying 
cruising speed, employers realise that their 
new foreign workers have little to no chance 
of becoming permanent residents of Canada. 
It is a frequent issue in the province of Quebec 
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when a new foreign worker with no ability to 
communicate in French is hired on a temporary 
basis for an unskilled and/or low-wage position.

We believe in an integrated approach to 
international recruitment combining hiring and 
immigration strategies to reach a sound align-
ment between the international recruitment 
effort and an organisation’s business needs 
and objectives. Seeking guidance from a profes-
sional international recruitment firm that counts 
on the support of a strong legal team early in the 
process should allow hiring managers to save 
time and reach better results.

MITIGATE THE ORGANISATION’S 
IMMIGRATION RISKS
As a business immigration law firm, we usually 
feel concerned when facing international 
recruitment firms or employers involved in an 
international recruitment process referring to 
the Canadian immigration procedure as just 
being “paperwork.”

Employers, hiring managers and recruiting 
agencies should view the immigration process 
as the legal backbone of their international 
recruitment effort. In addition to the necessary 
alignment between the immigration strategy 
and an organisation’s business objectives, 
employers should carefully complete the immi-
gration process as it entails numerous binding 
declarations made to the Canadian government.

The immigration process is sometimes 
foreign to hiring managers in organisations 
who view the immigration procedure as a 
means to an end. However, from a legal stand-
point, organisations are engaging themselves 
in a complex compliance regime managed by 
Service Canada. Doing so, while employing 

foreign workers, employers are likely to receive 
inspection requests from Service Canada. 
During an inspection, employers are required 
to demonstrate their compliance with all their 
immigration-related obligations.

Employers are exposed to fines reaching 
C$1 million and to exclusions from employ-
er-based immigration programs if they are 
found to be non-compliant.

Strategically drafting the applications 
required as part of the immigration process and 
adjusting the immigration strategy to ensure 
long-term compliance is one of the key compo-
nents to the long-term success of an interna-
tional recruitment effort. We believe that the 
immigration-related legal risk should be miti-
gated by organisations alike other legal risks 
to which they are exposed.

KEEP ALL PARTIES ENGAGED IN THE 
PROCESS
A scaled international recruitment aimed at 
filling multiple vacant positions with foreign 
workers is a long-haul project that will involve 
significant efforts from the Canadian employer 
and from the foreign worker. Hiring managers  
within organisations should view the job inter-
view with the prospective foreign workers 
abroad as the beginning of a long process which 
will continue past the workers' arrival and their 
integration to the local workforce.

From a worker’s standpoint, the process 
will require efforts while abroad to obtain docu-
ments, information and to go through various 
procedures. For example, in general when 
recruiting TRV required foreign nationals, 
police certificates, medical exams and biome-
tric information will be mandatory to a complete 

work permit application. During this lengthy 
process, both workers and employers must 
remain engaged although often facing issues 
along the way.

Keeping a rhythm across all steps and 
relaying information smoothly to all stake-
holders are key to the continuous engagement 
of all parties. To favour a smooth process, expe-
rience with the immigration procedure and with 
foreign workers’ recruitment is necessary.

In practice, that are often asked to advise 
organisations who successfully completed the 
recruitment of foreign talents, but who failed at 
completing their immigration process. This is 
unfortunately a frequent cause of disengage-
ment or at least of anxiety for all parties.

BE WELCOMING!
To ensure long-term success of an international 
recruitment effort, organisations should be 
actively involved in the integration of new foreign 
workers to their teams. New foreign workers 
should ideally feel supported in their integration 
to the organisation and to their new community.

For example, organisations can host orien-
tation sessions, assist with lodging, assist with 
transportation, provide language lessons, or 
implement a local buddy system within the 
organisation.

We believe that organisations should gener-
ally attempt to stabilise their foreign workforce 
and when possible, support their temporary 
foreign workers toward obtaining permanent 
residence in Canada. As permanent residents, 
foreign workers will have the ability to fully 
build a future for themselves and their fami-
lies in Canada and eventually even to become 
Canadian citizens.

When the cultural integration within the 
organisation was successful, many workers 
will choose to stay employed and will become 
core members of your local teams, therefore 
permanently solving the labour shortage issues 
your organisation was facing.

Labour shortages will likely be a new business 
challenge that organisation will learn to navi-
gate in the coming years. Part of the solution will 
be to rely on immigration. We hope these tips 
will be of assistance in providing initial guidance 
to hiring managers in organisations.

Nicolas Simard-Lafontaine  Camille Régent
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