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What are Service-to-Career Pathways? 
Service-to-Career Pathways are structured programs that 
help young people — especially those disconnected from work 
and school — move step by step from community service into 
long-term careers in local government. They start with 
short-term, supported roles like service corps or summer jobs, 
and build toward permanent municipal positions through 
mentorship, skill development, and real work experience. 
Service-to-Career Pathways give young people a clear, visible 
path from "I'll try this" to "this is my career" — while giving towns 
a pipeline of prepared, invested employees. 

About the Toolkit 
The toolkit is a flexible resource to help towns create pathways 
from youth service hours to stable municipal careers. Whether 
your town is just getting started or already running a young 
adult employment program, this toolkit allows you to jump in 
wherever serves you best. 

108,140 young people in Connecticut are disconnected from work and 
school. According to DataLinkCT's Disconnected and At-Risk Youth 
2025 Report, 1 in 5.7 residents ages 14-26 have dropped out of school, 
are at risk of doing so, or are unable to find stable employment. 
At the same time, Connecticut’s 169 municipalities have hiring needs 
— managing workforce shortages and budget pressures while 
working to build stronger communities. 
The talent you need is already in your community — there just isn’t a 
clear pathway for them to step into municipal careers. 

THE CHALLENGE: 

THE OPPORTUNITY: 

Service-to-Career Pathways bridge the gap — connecting young 
people to meaningful work while connecting municipalities to the 
workforce they need. 
Service-to-Career Pathways are a supported place for young 
adults from your community to: 
• Serve entry-level, mentored roles in municipal departments 
• Learn skill building with hands-on experience 
• Grow mentorship, coaching, and wraparound support 
• Transition into permanent roles and lasting municipal careers 



WHAT’S POSSIBLE: MEET DARIUS.  

Darius joins a Service Corps crew doing blight cleanup. He learns how to clock in, follow 
safety rules, and communicate with a municipal team. Along the way, he runs into real 
hurdles — a bus that runs late, a frustrated resident who catches him off guard. But his 
supervisor and career navigator turn these moments into coaching opportunities. Within 
weeks, he handles situations like these with confidence. 

He completes his service period and applies for a Public Works Trainee role. He gets it. 
And for the first time, he earns a living wage while doing work that visibly improves his 
neighborhood. "I can see the impact of what I fix," he says. 

Years later, Darius is a Field Operations Coordinator — helping shape the very program he 
once walked into. He volunteers to speak with new cohorts: "I was where you are. You can 
move up. Just take it step by step." 

This is what's possible when a community decides to show up for its young people. 

Darius is 18. He likes working with his hands. He's never had a 
formal job, doesn't think he's good at paperwork, and has never 
once considered working for the city. He's only ever seen public 
works crews pass through his neighborhood. 



MENTORSHIP MATTERS MOST 

For young people, this means 
someone to coach, check in, and 
problem-solve with. Support for 
practical barriers — transportation, 
scheduling, paperwork. 

The chance to develop skills over 
time, not all at once. And knowing 
that setbacks don't mean the end. 

For supervisors, this means training 
in supporting and coaching young 
adults. Tools to turn challenges into 
learning moments. 

Partnership with career navigators 
to share the load. And being the 
leader in the room who helps young 
people see what's possible. 

For municipalities, it means making a 
choice to invest in young people, with 
funding, with time, and with belief. 
Seeing young people as part of the 
workforce, and integral to the future. 

Building systems that support them to 
show up, contribute, and stay 
connected. Because when young 
people are supported to succeed, the 
whole community is stronger for it. 

Every young person deserves someone who sees their potential before they fully see it 
themselves. Mentorship and career navigation are critical to the success of Service-to-Career 
pathway programs — they turn a work experience into an opportunity to grow. 

YOUNG PEOPLE SUPERVISORS MUNICIPALITIES 



ALREADY HAPPENING ACROSS CONNECTICUT 

IN THE PAST DECADE, THIS PROGRAM HAS HAD AMAZING RESULTS. 

2,738 youth completed over 2,000 community service projects 

70% re-engaged in highschool: Out-of-school youth without 
diplomas re-enrolled into traditional or alternative high 
school settings 

60% transitioned to postsecondary: Out-of-school youth 
with a diploma or GED enrolled into postsecondary or 
certification programs 

73% employment attainment: Out-of-school youth with a 
diploma or GED secured unsubsidized employment 

Service-to-Career Pathways in Action 
Hartford Youth Service Corps (YSC) is celebrating 10 years of 
community service and youth employment. YSC members ages 16-24 
receive yearlong, part-time employment with flexible scheduling. 
They work with a Youth Development Specialist on their personal and 
professional goals. 
YSC members engage in community service-based projects 
designed to impact Hartford neighborhoods. Projects include free 
lawn care services or snow removal for seniors & disabled residents. 

Service-to-Career Pathways aren't all new — they're already 
in place in towns and cities across the state, in many forms: 
• Volunteer and service corps 

• Young adult summer employment programs 

• After-school, weekend, and part-time municipal roles 

• Fellowships 

• Nonprofit young adult work teams 

• Partnerships with local businesses 

• Middle and high school job exposure programs 

Why this works for municipalities: 
• Builds a reliable local talent pipeline 

• Strengthens sense of community 

• Builds connections between residents and government 

• Can generate revenue for your town 

• Supports long-term workforce and succession planning 

• Expands community access to public sector careers 



WHERE TO BEGIN: THERE IS NO SINGLE STARTING POINT. 

This toolkit is designed to be entered at any point. Some 
towns are looking to roll out new programs. Others want to 
strengthen what they're already doing. And still others are 
exploring options and building community interest. 

IF YOU'RE FOCUSED ON… START HERE: 

Designing or updating your program      Step 1: Design 

Building coordination, systems, 
and leadership for your program Step 2: Organize 

Finding or braiding funding to sustain a program Step 3: Fund 

Recruiting and training supervisors, 
mentors, and young people Step 4: Train 

Tracking outcomes and showing impact     Step 5: Measure 

Outreach, storytelling, and buy-in Step 6: Communicate 

Sustainable Resources 
Enough funding to keep 
the program going 
beyond year one. 

Community Will  
Residents, families, and 
organizations who believe 
that supporting young 
people makes the whole 
community stronger. 

Municipal Will 
Town leaders who are willing 
to champion this work and 
see it through. 

Before you dive into the toolkit, it 
helps to check three things that 
make this kind of work stick: 



1 
DESIGN 

Define your 
program — who it 
serves, what roles it 
offers, and what 
success looks like. 
• Program Design Checklist 

• Identify Municipal Job 
Needs 

• Map Career Pathways 

• Hiring Models 

• Pilot Program Template 

2 
ORGANIZE 

Bring the right 
people together — 
town staff, nonprofits, 
workforce boards, 
and young people— 
to lead and guide 
the work. 
• Launch Checklist 

• Roles & Responsibilities 
Charter 

• Define Steering 
Committee 

• Youth Advisory 

3 
FUND 

Find and align 
funding — local 
dollars, state grants, 
or partner contributions 
— to cover wages, 
training, and support. 
• Budget Template 

• Reallocation Checklist 

• Fund Braiding 

• Talking Points to Pitch 
Funders 

4 
TRAIN 

Prepare supervisors 
and career 
navigators — orient 
young people so 
they show up ready 
and supported.  
• Supervisor Training 

• Career Navigator 
Support 

• Onboarding 

5 
MEASURE 

Track who 
participates, what 
they earn, and what 
they achieve — so 
you can prove 
impact and grow. 

• Impact Measurement 
Framework 

• Financial Benefits 

• Social Benefits 

6 
COMMUNICATE 

Share results, 
celebrate young 
people and 
community partners, 
and tell the story — so 
community support 
keeps growing. 
• Youth Perspectives 

• Parent Engagement 

• Program Promotion 
Materials 

• Sharing Youth Stories 

SIX STEPS. PRACTICAL TOOLS. YOUR CHOICE. 
The toolkit is organized into six steps, but they don’t need to be followed in a strict order. 
Each step stands alone and comes with ready-to-use checklists, worksheets, and 
templates so towns don't have to start from scratch. 



READY TO GET STARTED? 

When young people contribute to their communities, they 
gain skills, confidence, and purpose. And our towns grow 
stronger, more resilient, and more connected. 

For questions or support, contact hello.ows@ct.gov. 

The toolkit was developed in collaboration with the Office of Workforce Strategy (OWS), Domus, Our Piece of the Pie (OPP), 
the Connecticut Conference of Municipalities (CCM), and the Office of the Governor in alignment with a statewide 
initiative to address workforce shortages and support disconnected young people in meaningful employment. 

mailto:hello.ows@ct.gov


BEST PRACTICES PLAYBOOK
FOR MUNICIPALITIES
Hiring Opportunity Youth and the Development
of Service-to-Career Pathways

In collaboration with OTG, OWS, Domus, OPP and CCM



IN COLLABORATION WITH:
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EXECUTIVE SUMMARY 
Connecticut is one of six states selected by the National Governors Association to 
participate in the Policy Academy on Service-to-Career Pathways — an 
opportunity to strengthen how young people, opportunity youth in particular, 
move from service, work-based learning, and early employment into long-term 
careers in public service. This toolkit was created to help town leaders translate 
that vision into practical, local action.

Across the state, towns are facing two urgent needs: (1) a desire to reconnect 
opportunity youth to meaningful work, belonging, and skill-building, and (2) 
municipal staffing shortages in areas where youth can add real value.

This toolkit is designed to meet both needs at once — offering a clear, human-
centered approach that helps towns create pathways from youth service to 
stable municipal careers.

This toolkit is the product of a collaborative effort across State leaders, municipal 
leaders, non-profit leaders and youth.  We thank everyone for contributing.

Importantly, this toolkit is not a mandate or a rigid process. Towns across 
Connecticut start in different places: some already run strong youth programs 
with simple structures, while others are just beginning. The toolkit is meant to be 
flexible — a library of practical resources you can pull from as needed. You can 
use a single template, a pair of checklists, or the full six-step process depending 
on your town’s goals and capacity.

Every tool is designed to make implementation easier. Each module can be 
completed in 1–3 meetings and stands on its own so that towns can begin 
anywhere — whether that’s identifying roles for youth, improving supervision, 
braiding funding, or communicating success. The goal is to support fast, 
confident action, not create additional layers of complexity.

Our purpose is straightforward: to make it easier for every town in Connecticut to 
launch or grow a meaningful opportunity youth employment effort — and to 
build long-term pathways that benefit young people, municipal departments 
and your communities.

Whether your town is ready to hire opportunity youth directly, partner with a 
workforce board, start a small service corps, or expand an existing initiative, this 
toolkit provides practical tools, clear examples, and adaptable guidance to help 
you move from idea to action.

Above all, this work reflects a shared belief: When young people contribute to 
their communities, they gain skills, confidence, and purpose — and our towns 
grow stronger, more resilient, and more connected.

We look forward to supporting you as Connecticut builds a new generation of 
civic talent and opportunity.

With appreciation,
The Municipal Youth Service-to-Career Core Team (OTG, OWS, DOMUS, OPP, 
CCM)

Thea Montanez, Sudiksha Mallick, Kelli-Marie Vallieres, Laura Baker, Anthony 
Barrett, Mike Duggan, Hector Rivera, Joseph DeLong, Donna Hamzy Carroccia, 
Sachpreet Chandhoke
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TOOLKIT INTRO & ORIENTATION
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SERVICE-TO-CAREER PATHWAYS YIELDS MANY BENEFITS

Benefits for Opportunity Youth … … Create Benefits for the Community

Create Stability
Financial, behavioral, social

Safer, Healthier Communities
Safer neighborhoods, reduced crises

Build Skills & Confidence
Technical, workplace, and personal

Stronger Local Workforce
Job-ready youth, economic strength

Transition into Permanence
A steady, sustainable job with benefits

Fiscal Health for Town
Fiscal savings, reliable staffing,

Enable Growth
Advancement into higher-pay or leadership roles

Civic Pride & Leadership Development
Future leaders, resilient communities

1

2

3

4
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WHAT THIS TOOLKIT HELPS YOU BUILD: A CLEAR PATHWAY & THE 
SUPPORTS YOUTH NEED TO SUCCEED

Outcome 1: A Career Ladder Young People 
Can See, Feel, and Believe In

It shows youth:
• Where they can enter (service corps, summer jobs, or 

part-time roles)
• What the next step looks like (6–12 month progressions)
• Which skills matter most
• Which credentials / classifications unlock opportunities
• How many jobs open each year
• How long it realistically takes to reach the next step

Outcome 2: A Wraparound Support 
System That Makes Progress Possible

It shows youth:
• They won’t have to navigate work alone — someone is 

there to coach, check in, and problem-solve.
• There is support for practical barriers like transportation, 

food, scheduling, paperwork, childcare, or crisis moments.
• They can develop skills over time, not all at once — 

through training, feedback, and opportunities to practice.
• There are caring adults invested in their success, not 

just supervisors assigning tasks.
• Setbacks don’t mean the end — there are second 

chances, recovery plans, and ways to get back on track.
• There is a clear path to advance, with access to 

certifications, exam prep, and the confidence-building 
supports that make progress possible. 6



EXAMPLE – POTENTIAL LIVED EXPERIENCE OF YOUTH (1/4)
Darius is 18. He likes working with his hands, has never had a formal job, and worries he’s “not good with paperwork.” He’s never considered working 
for the town — he’s only interacted with public works when he sees crews on his block. This example shows how he might progress through the eight 
stages, what challenges are normal, and how a strong support system makes momentum possible.

Stage 1: Exposure
First Real Look at Municipal Work

Darius joins a Service Corps crew for blight cleanup. He learns how to 
clock in, basic safety rules, how municipal teams communicate

Transportation: 
He misses two 
mornings because 
buses run late.

Career navigator arranges 
bus passes, helps him plan 
routes, and works with the 
supervisor to reset 
expectations — without 
punishment, but with 
clarity.

In parallel: 
• Town HR or non-profit partner ensures every youth is paired with 

a navigator from day one to build trust early and ensure Darius 
has a clear end goal / career path goal in mind

• Supervisor captures basic strengths, interests, and barriers so 
the next supervisor doesn’t start from scratch.

• Supervisor introduces Darius to one or two staff he will likely 
encounter later — early soft hand-offs.

Stage 2: Practice
Learning Reliability and Professional Basics

Darius transitions into a seasonal parks assistant role for 12 weeks. 
He practices showing up consistently, greeting residents, filling out 
simple logs. 

Emotional 
Overwhelm: He 
gets frustrated 
by a resident’s 
complaint and 
walks away 
mid-
conversation.

Career navigator and 
supervisor trained in youth 
development uses as a 
coaching moment; navigator 
provides role-play practice.

Within weeks, Darius handles 
similar situations with 
confidence.

In parallel: 
• Supervisor and navigator meet briefly to review Darius’s 

attendance, progress, and support needs before transitioning 
him to a formal role.

• Create a simple “progress snapshot” (2–3 strengths, 1–2 goals) 
to pass to the next supervisor.

• Confirm logistics (transportation, schedule, uniforms) so the 
transition doesn’t add new barriers.

7



EXAMPLE – POTENTIAL LIVED EXPERIENCE OF YOUTH (2/4)
By the end of Stages 1 and 2, Darius has learned how to show up, follow safety routines, and work alongside a team — small wins that 
boost his confidence. He’s now shifting from simply trying out municipal work to taking on his first real responsibilities, where he earns 
consistent hours, starts building a track record, and begins to see himself as someone who can succeed in a city job.

Stage 3: Entry into Civil Service
First Real Job Opportunity

He applies for a Public Works Trainee role. The Navigator helps 
him gather documentation, complete the online application 
and prep for the interview.

Failure: He fails 
the Civil Service 
exam.

He’s encouraged to retake 
it. Navigator helps him 
study using practice 
questions and connects 
him to a volunteer tutor. He 
passes on the next round.

In parallel: 
• Navigator walks Darius through application steps and 

alerts HR or hiring manager that he is applying.
• Supervisor provides a warm endorsement (“Here’s what 

he’s ready for, here’s how to support him”).
• Program staff ensure Darius has access to exam prep, 

documentation, and scheduling support.

Stage 4: Growth
Expanding Skills and Opportunity 

Now a full-time trainee, Darius rotates through sanitation, 
street maintenance, and landscaping, learns to operate small 
equipment, starts to understand how departments coordinate. 
He begins feeling pride: “I can see the impact of what I fix.”

In parallel: 
• Supervisors help identify which specialization or 

department might fit Darius’s interests and strengths.
• Navigator organizes a warm introduction to the next 

supervisor or training provider.
• System flags Darius as “ready for advancement,” ensuring 

departments anticipate his arrival. 8



EXAMPLE – POTENTIAL LIVED EXPERIENCE OF YOUTH (3/4)
With months of solid experience behind him, Darius now understands the rhythm of municipal work — and his role within it. He’s taking ownership of 
his responsibilities, managing his time, and seeing how his choices affect the team. As he builds deeper skills and clarity about what comes next, 
work stops feeling like an experiment and starts feeling like a career he is actively shaping.

Stage 5: Specialization
Building Technical Strengths

Darius chooses to specialize in urban forestry / tree care. He 
completes: OSHA-10 training, safety certifications, basic equipment 
training. 

Crisis: A family 
crisis leads to 
personal stress.

Darius now knows where to turn 
for support with a sense of 
agency and dignity:  he 
accesses emergency food 
support and works with HR to 
adjust his schedule temporarily.  
He stays employed and 
stabilizes.

In parallel: 
• HR provides structured coaching so Darius understands 

credential options, training pathways, and what’s required next.
• Supervisors refer him to certification programs with an explicit 

hand-off (“I’ve told them to expect you”).
• Career navigator tracks his progress and ensure family, 

transportation, or financial barriers don’t derail momentum.

Stage 6: Coordination
Connecting Departments and Workflows

Darius becomes a Crew Lead Assistant. He learns scheduling basics, 
reporting issues using city systems, communicating across teams 
(e.g., Parks + Public Works + Utilities).  This may be the stage when 
Darius first feels “professional.”

In parallel: 
• Supervisor documents Darius’s readiness for leadership tasks 

and shares it with HR or leadership.
• Supervisor ensures he is invited to internal leadership workshops 

or shadowing opportunities.
• Departments coordinate timing so advancement aligns with 

hiring cycles and exam windows. 9



EXAMPLE – POTENTIAL LIVED EXPERIENCE OF YOUTH (4/4)
After gaining real skills and earning the trust of his supervisors, Darius is ready for a new kind of challenge. He’s shifting from being a strong individual 
contributor to someone who can guide others, coordinate workflow, and solve problems on the job. This phase marks his transit ion into leadership — 
where he not only advances his career but becomes part of shaping how the department supports the next generation of young wo rkers.

Stage 7: Supervision
First Leadership Role

After proving reliability, Darius becomes a Crew Supervisor I.
He now manages 2–3 seasonal workers, leads talks, and mentors 
younger Service Corps members. 

Feels a little 
nervous, 
experiences 
some self-doubt. 

Manager or trusted peers 
provide support.  He may 
even reach out to his 
former career navigator 
from earlier in his journey.  
He builds his confidence 
and learns how to 
approach his new role 
successfully.

In parallel: 
• Leadership provides structured support for first-time 

supervisors: mentoring, coaching, check-ins.
• HR or navigators help Darius prepare for supervisory exams, 

interviews, or training modules.
• HR ensures clear paths and timelines for the next step — avoid 

opaque or unpredictable advancement.

Stage 8: Leadership
Directing Work and Shaping Programs

By age 26, Darius becomes a Field Operations Coordinator.
He now runs daily assignments, reviews safety practices, contributes 
to department-wide planning. He helps shape the very youth hiring 
program he once joined.  He often volunteers to speak with new youth 
cohorts: “I was where you are. You can move up. Just take it step by 
step.”

In parallel: 
• System invites Darius to participate in workforce development 

planning or youth mentoring pipelines.
• Teams capture his insights to strengthen the program — turning 

his lived experience into improvements.
• HR ensures his professional development continues (e.g., 

leadership academies, credentials, tuition support). 10



TOOLKIT
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TOOLKIT INTRO

Think of this toolkit as a flexible guide you can enter at any point.

The Six Steps offer overall navigation—but they’re not intended to be followed in strict order. Towns can jump directly to 
whatever they need most: designing a pilot, solving a funding gap, preparing supervisors, or improving communication. 
It’s modular, not linear.

Once you know which step you’re focused on, the Technical Assistance Menu shows exactly which tools can help. Each 
checklist, worksheet, and template is a shortcut—so towns don’t have to start from scratch. This is the “how” behind each 
step.

Across all of this, the Core Principles serve as your touchstone. They’re the lens for making good decisions: centering 
youth voice, building trust, adapting to local context, leveraging the existing ecosystem, and designing for second 
chances. No matter where you begin, these principles keep the work grounded and youth-centered—and they’re useful 
as a quick “check-in” during team meetings to test decisions made.

Underlying everything, the Three Conditions for Impact help towns assess readiness. Sustainable resources ensure 
programs last beyond year one. Community will ensures partners and families see value. Municipal will ensures leaders 
champion and protect the work. These conditions help towns have an honest conversation about what they have in 
place, and therefore, what they can reasonably accomplish.

Together, these four components create a practical, modular system: a roadmap when you need direction, tools when 
you need help executing, principles to guide decisions, and a clear set of conditions that make success possible.
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SIX STEPS TO CREATE YOUTH SERVICE-TO-CAREER PATHWAYS 

Design Govern Fund Train Measure Communicate

❑ Decide what your 
program will look 
like — who it serves, 
what kind of jobs or 
service it offers, 
and what success 
means.

❑ Bring the right 
people together — 
town staff, schools, 
nonprofits, 
employers, local 
workforce board, 
and youth — to 
plan and guide the 
work.

❑ Find and align the 
money — local 
dollars, grants, or 
partners — to 
cover youth pay, 
supervision, and 
training.

❑ Prepare 
supervisors and 
navigators and 
get youth ready 
for work through 
simple 
orientation and 
mentoring.

❑ Track how many 
youth participate, 
what they earn, 
and what skills or 
outcomes they 
achieve

❑ Share results, 
celebrate youth 
and partners, and 
tell the story so 
support keeps 
growing.
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SERVICE-TO-CAREER PATHWAYS: TECHNICAL ASSISTANCE MENU
PRACTICAL STEPS FOR TOWNS TO BUILD, FUND, AND MEASURE YOUTH EMPLOYMENT PROGRAMS

Design

• Set Goals: Program Design Starter 
Checklist 

• Identify Where Youth Can Add Value: 
Municipal Needs Scan

• Link Value-Adding Areas to Jobs: Career 
Pathway Mapping Worksheet

• Define Program Model:  Youth Hiring Model 
Checklists

• Package for Approval & Funding: Pilot 
Concept Summary Template 

Govern

• Prepare to Launch:  Governance 
Readiness Checklist

• Assign Single Points of Accountability: 
Roles & Responsibilities Charter

• Organize Cross-Sector Leadership: 
Steering Committee Playbook

• Formalize Youth Voice: Youth Advisory 
Toolkit

Fund

• Estimate Costs: Youth Employment Budget 
Template

• Identify Local Funds: Reallocation 
Checklist

• Raise Additional Funds: Funding Braiding 
Guide

• Pitching Funders:  Sample Talking Points

Train

• Prepare Supervisors: Supervisor Training 
Module

• Assign Career Navigators: Career 
Navigator Scope and Operating Rhythm

• Orient Youth: Onboarding Materials for 
Youth Participants 

Measure

• Define Success:  Impact Measurement 
Framework, including financial and social 
benefits 

Communicate

• Integrate Youth Perspectives into 
Program Promotion: Youth Insights & 
Suggestions

• Engage with Parents:  Parent/Guardian 
Communication Checklist

• Develop Program Launch Materials: Press 
releases, flyers, social posts, talking points

• Tell Stories: Template to capture and 
share Youth Impact Stories

14



AT EACH STEP OF THE PROCESS, FOLLOW THESE CORE 
PRINCIPLES TO SUCCESSULLY ENGAGE OPPORTUNITY YOUTH

Human-
Centered 
Design

Co-create 
programs with 
youth. 

Listen first, 
design second.

Strengths-Based 
Approach

Recognize 
potential — not 
problems. 

Build confidence 
and belonging.

Open, Flexible 
Framework

Adapt to your 
town’s context 
— and to each 
young person’s 
path.

Create a vision 
for what’s 
possible but 
allow freedom 
in how youth 
get there.

Build and Keep 
Trust

Promise only 
what you can 
deliver. 

Start small. 

Follow through.  

Credibility with 
youth is 
everything.

Leverage the 
Local Ecosystem
 

Partner with 
schools, 
nonprofits, and 
employers 
already serving 
youth. 

Don’t reinvent — 
connect.

Design for 
Second 
Chances

Create 
systems that 
catch young 
people when 
they fall off 
track. 

Offer 
wraparound 
supports and 
re-entry paths.

15



CONSTANTLY MONITOR FOR THESE THREE CONDITIONS WHICH ARE 
CRITICAL TO THE SUCCESS OF ANY YOUTH EMPLOYMENT PROGRAM 

Sustainable Resources
Sufficient, multi-year funding to ensure program continuity

Community Will
Strong demand from community and shared understanding of the
societal benefits

Municipal Will
Commitment from elected official and town leaders to deliver on the program

16



TOOLKIT USER GUIDE: WHERE SHOULD YOU START?
Category Select All that Apply For Your Town Start in This Toolkit Section
Program 
Foundations

❑ We need help designing or updating our youth program. Design

❑ We want to align our youth employment with specific municipal priorities.

❑ We’re unsure where to begin.

Leadership & 
Coordination 

❑ We need better coordination, shared roles, or decision-making. Govern

❑ We have money and interest, but no clear leadership structure.

❑ We’re worried about liability, HR rules, unions or civil service barriers.

❑ We need stronger youth voice, we don’t want to design something they won’t use.

Funding & 
Sustainability 

❑ We know what we want to do, but we’re not sure we can afford it. Fund 

❑ We need funding — or a smarter way to braid multiple funding sources.

Implementation & 
Readiness 

❑ We’re ready to hire youth and need to get people prepared. Train

❑ We need to recruit youth, build enthusiasm, or explain the program.

❑ We hired youth last year, but supervisors weren’t ready and things felt chaotic.

❑ We have strong youth-serving nonprofits but weak internal municipal capacity.

Learning & 
Evaluation 

❑ We want to scale our program, but we don’t yet know what’s working. Measure

❑ We need political buy-in before we can move forward.

❑ We need to measure progress or show impact to stakeholders.

Outreach & 
Awareness

❑ Our community is not aware of the needs of opportunity youth Communicate

❑ We need to attract more youth — or overcome skepticism — before launching.

❑ We already run a small program – we want to professionalize it. 
17



DESIGN: TOOLS
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DESIGN: FIVE TOOLS

1 Set Goals: Program Design Starter Checklist
Define your town’s goals and target population. Clarify what you want to achieve, who you’ll serve, and how 
success will be measured.

2 Identify Where Youth Can Add Value : Municipal Needs Scan Checklist
Work with departments to identify service gaps, short-term projects, and community needs where youth can 
make meaningful contributions.

3 Link Value-Adding Areas to Jobs: Career Pathway Mapping Checklist & Support Matrix 
Translate those functional opportunities into existing job classifications and civil service titles.
Work with HR to confirm eligibility, supervision, and supports.

4 Choose a Youth Hiring Model: Program Model Selection Checklist
Decide how to structure your pilot based on what you’ve learned and what best fits your town’s capacity and 
goals.

5 Package for Approval & Funding: Program Concept Summary Template
Bring everything together — goals, functions, roles, partners, budget, and metrics — into a one-page pilot 
summary to share with leadership, funders, or partners.
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PROGRAM DESIGN STARTER CHECKLIST

Item Key Tasks 

Define Goals ❑ Name the challenge your town wants to solve
❑ Describe the change you want to see (short-term and long-term).
❑ Write one “if–then” statement linking action to impact. Example: “If our town provides paid work for local youth, then we’ll build skills, strengthen civic pride, 

and reduce youth disconnection.”

Identify Municipal 
and Community 
Needs Youth Could 
Help Address

❑ Review staffing or service gaps where youth could contribute, e.g., Unfilled or high-turnover entry-level positions, short-term coverage (vacations, 
holidays, leaves), seasonal or event-based needs (parks, recreation, summer programs), revenue-generating programs needing staff (recreation, 
camps, concessions)

❑ Identify which roles could be safely adapted for youth (with supervision and training).
❑ Prioritize opportunities that provide real work experience and meet town service goals.
❑ Note any departmental champions willing to host youth (e.g., HR, DPW, Library, Parks).

Select a Program 
Model and Scale

❑ Choose which program type fits your capacity and goals: Preventive / Volunteer Service, Summer Jobs, Part-Time Roles, Full-Time Youth Fellowships, 
Nonprofit Youth Crews (contracted labor)

❑ Decide how many youth to engage in the pilot (e.g., 25–50).
❑ Estimate duration (e.g., 6 weeks, school year, or ongoing).
❑ Identify managing department or partner organization.

Identify Youth 
Target Population 

❑ Define the age range and eligibility criteria (students, out-of-school youth, returning citizens etc.).
❑ Engage directly with youth through existing programs or non-profit providers to understand their interests and areas of strength 
❑ Plan referral pathways (schools, workforce boards, nonprofits).
❑ Map outreach methods (flyers, social media, local events).

Create a Simple 
Program Overview 
or Pilot Plan

❑ Draft a short paragraph describing: (1) Who you’ll serve (2) What the program will do (3) Expected outcomes
❑ List key partners (departments, nonprofits, employers).
❑ Set start and end dates.
❑ Confirm funding source and rough budget.

Set Early Metrics of 
Success

❑ Decide on 3–5 early measures, e.g., # youth hired or hours worked, # municipal departments supported, $ wages paid / $ revenue generated, Supervisor 
satisfaction, Youth retention or post-program employment

❑ Assign someone to collect and review data.
❑ Schedule a 90-day reflection with your Steering Committee.
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MUNICIPAL NEEDS SCAN CHECKLIST
UNCOVER WHERE YOUTH CAN ADD REAL VALUE IN MEETING COMMUNITY NEEDS, IMPROVING SERVICES, AND BUILDING 
CIVIC PRIDE

Item Key Tasks 

Identify 
Strategic 
Priorities 

❑ Review townwide goals, challenges, and emerging priorities.
❑ Identify areas where services are stretched, delayed, or under-resourced.
❑ Consider upcoming events, projects, or seasonal needs that could use extra capacity.
❑ Ask each department: “If you had a small team of supported youth workers, where would you put them?”
❑ Focus on opportunities that align community benefit with potential for youth skill-building.

Identify 
Operational 
Gaps

❑ Meet with department heads or supervisors to discuss recurring operational challenges.
❑ Note high-turnover or entry-level positions that struggle to stay filled.
❑ Identify seasonal or event-based workload peaks (e.g., parks, recreation, public works).
❑ List tasks or projects that are important but often deferred due to limited staff time.
❑ Flag opportunities that could be simplified or adapted for youth participation with appropriate supervision.

Assess Fit for 
Youth 
Participation 

❑ For each identified need, test whether the work is: Meaningful: Youth can see the purpose and community impact. Feasible: Tasks can be done safely and 
effectively with brief training. Supported: Staff are available and willing to mentor or supervise youth.

❑ Eliminate or defer roles that do not meet all three criteria.
❑ Keep a list of “youth-ready” opportunities to discuss with HR and program partners.

Connect to 
Learning & Skill 
Development 

❑ For each viable opportunity, identify what skills youth would gain (e.g., teamwork, communication, safety, digital literacy).
❑ Consider short trainings or certifications could make the experience more valuable; look at the Connecticut ETPL resource to see if opportunities for 

partnerships
❑ Align each opportunity with potential future job pathways in local government or the community.
❑ Document which departments can provide meaningful mentorship or supervision.

Prioritize and 
Select 
Opportunities 

❑ Rank the opportunities using these filters: Addresses a clear municipal or community need. Provides visible benefit to residents. Builds transferable youth 
skills. Feasible to supervise and launch within 90 days.

❑ Select your top three to five opportunities for inclusion in the pilot design.
❑ Confirm initial feasibility and departmental commitment.

Confirm 
Readiness and 
Next Steps

❑ Department understands supervision, safety, and reporting requirements.
❑ HR and union contacts have been informed of intent to host youth.
❑ Necessary funding, stipends, or cost coverage have been identified.
❑ Training or orientation plans for youth and supervisors are in development.
❑ Add the confirmed opportunities into the Civil Service Pathway Mapping Worksheet and Pilot Concept Summary Template.
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CAREER PATHWAY MAPPING RATIONALE
WHY IT IS CRITICAL AND BUILDS COHERENCE ACROSS ALL TYPES OF HIRING MODALITIES

Career ladders are not tied to a specific hiring modality — they paint the “north star” vision that all programs 
feed into.  This matters because:

1. Youth need to see how small opportunities lead to big futures.  Even if a young person only participates in 6 
weeks of summer work, a nonprofit service corp, a part-time job in the library … they should instantly recognize: 
“This is Stage 1 or 2. If I keep going, I could get to Stage 3 or 4 — and eventually earn real credentials, secure 
benefits, and maybe become a supervisor someday.”

2. It builds confidence and belonging.  Many youth (especially OY) have never seen themselves in government 
roles. Career ladders counter the belief that “city jobs aren’t for people like me.” They give a visual, concrete 
message: “You belong here — and here’s exactly how you grow.”

3. It unifies all partner organizations. Schools, nonprofits, workforce boards, and town departments all understand 
where their role fits in the pipeline.

4. It gives supervisors a tool to coach youth.  Supervisors can say:  “You’re doing great in this Stage 2 role — let’s 
talk about what the Step 3 role requires so you can get ready.”

5. It gives towns clarity on what skills to teach at each step.  Every modality can organize its curriculum and 
supports around the same stages:  Exposure, Practice, Entry into Civil Service, Growth, Specialization, 
Coordination, Supervision, Leadership.
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CAREER PATHWAY MAPPING CHECKLIST (I/II)
ALIGN YOUTH EMPLOYMENT OPPORTUNITIES WITH EXISTING JOB CLASSIFICATIONS AND CAREER PATHWAYS

Item Key Tasks 

Gather HR and 
Classification 
Information 

❑ Request the most recent civil service classification list from HR.

❑ Identify entry-level, seasonal, provisional, trainee, or training-oriented job classes (e.g., Laborer I, Recreation Aide, Clerk Typist I). Note pay grades, union 
affiliations, and any age, education, certification, or background requirements.

❑ Clarify which departments currently use these classifications and how they are staffed (full-time, seasonal, overtime).

❑ Ask HR which classifications are flexible enough to support temporary, trainee, or youth roles.

❑  Identify which requirements are statutory vs. local policy (i.e., which could be changed by the town).

❑ Flag classifications where minimum education requirements (GED, diploma) may unintentionally exclude opportunity youth.

Link Identified 
Needs to 
Existing Job 
Classes

❑ Review youth-appropriate functions identified through the Municipal Needs Scan.

❑ For each function, identify the closest existing civil service classification or title.

❑ Confirm whether that classification can legally or contractually accommodate youth (temporary, seasonal, trainee, intern).

❑ Document adjustments needed to make the role feasible (limited scope, added supervision, safety training).

❑ Eliminate functions that don’t align with existing classes — or flag them for future development.

❑ Identify functions where a new entry-level classification (e.g., Municipal Trainee, Apprentice, Youth Aide) may be needed to expand access.

Assess Youth 
Fit and 
Feasibility 

❑ Determine which classifications can be performed safely by youth, considering equipment, physical demands, and confidentiality.

❑ Review age, certification, and background check requirements — distinguishing mandatory vs. discretionary exclusions.

❑ Identify roles suitable for training, internship, provisional, or apprentice categories.

❑ Confirm that a qualified supervisor is available in each department.

❑ Flag any roles requiring HR, legal, or union review before implementation.

❑ Identify roles where credentials could be completed after hire (within 6–12 months), rather than required upfront.
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CAREER PATHWAY MAPPING CHECKLIST (II/II)
ALIGN YOUTH EMPLOYMENT OPPORTUNITIES WITH EXISTING JOB CLASSIFICATIONS AND CAREER PATHWAYS

Item Key Tasks 

Define the 
Supports 
Needed

❑ List training, onboarding, mentoring, or coaching supports needed for each role.

❑ Identify wraparound partners (schools, workforce boards, nonprofits) that can provide navigation or case management.

❑ Confirm which partner will support and verify credential attainment (GED, certifications, licenses) post-hire.

❑ Identify transportation, equipment, liability, or insurance considerations.

❑ Note policies that need reinforcement or adaptation (safety, attendance, code of conduct).

Map Career 
Pathways and 
Advancement 

❑ For each role, outline a simple step-by-step pathway from short-term or seasonal work to longer-term or permanent roles.

❑ Design steps to show visible progress every 6–12 months (skills gained, responsibility, pay, credential).

❑ Keep steps small and achievable to build confidence through success.

❑ Identify departments willing to re-engage returning youth at the next level each season or year.

❑ Document where program completion, lived experience, and supervisor evaluations can serve as qualifying criteria.

❑ Clearly communicate realities to youth: number of openings, application process, civil service exams, and selection criteria.

Identify Civil 
Service Policy 
Opportunities

❑ Identify roles where creating a Municipal Trainee or Apprentice classification would significantly expand access.

❑ Document opportunities to recognize successful program completion (e.g., Youth Service Corps) as a hiring qualifier.

❑ Identify which policy changes require HR approval, union consultation, or charter/ordinance updates.

❑ Assign an owner to advance at least one policy or classification change as part of the pilot or next phase.

Confirm 
Alignment and 
Next Steps

❑ Review completed mapping with HR and the cross-sector Steering Committee.

❑ Secure preliminary HR sign-off confirming compliance with classification and labor rules.

❑ Develop a short internal memo summarizing “approved youth-ready roles” and identified policy opportunities.

❑ Share approved roles with department heads, supervisors, and career navigators.

❑ Incorporate confirmed roles and pathways into the Pilot Concept Summary Template for funding and launch planning.
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SUGGESTED STEP-WISE APPROACH TO DEFINING CAREER PATHS

Stage 8: Leadership
A management or program-director role that shapes policies and models civic professionalism.

Stage 7: Supervision
The first role managing people and workflow, introducing leadership accountability.

Stage 6: Coordination
A role that connects staff and departments through scheduling, reporting, and communication.

Stage 5: Specialization
A position that applies focused skills (finance, HR, records, communications) and builds professional independence.

Stage 4: Growth
A job that deepens administrative or technical skills while exposing youth to multiple departments and processes.

Stage 3: Entry into Civil Service
The first full-time or civil service-eligible job where youth learn accountability, attendance, and workplace consistency.

Stage 2: Practice
A short-term or trainee job where youth practice reliability, communication, and basic office systems. 

Stage 1: Exposure
A first, part-time role that introduces youth to municipal work culture and basic professional habits.

Potential Career Progression 
for Opportunity Youth in [X]
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AT EACH STEP, YOUTH WILL NEED DEDICATED SUPPORTS

Support Category Definition / Focus

1. Readiness & Orientation Getting youth ready for municipal work culture — punctuality, communication, 
appearance, expectations, and understanding how local government works.

2. Skill Development & 
Training

Building job-related skills (e.g., typing, software, customer service, equipment, or 
technical competencies relevant to the role), and receiving relationship-based 
behavioral and soft-skill coaching (e.g., conflict resolution and professional 
communication). 

3. Mentorship & Supervision Providing guidance, coaching, and feedback through formal mentorships, peer 
supports, and supervisory training.

4. Advancement & 
Credentialing

Helping youth prepare for civil service exams, pursue industry-recognized micro-
credentials (e.g., OSHA-10, professional/trade credentials, certifications, and plan 
career steps.

5. Stability & Wraparound 
Support

Addressing non-work barriers (transportation, mental health, childcare, housing, 
financial literacy) to help youth stay employed and progress.
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EXAMPLE:  SUPPORT TYPES BY STAGE

Stage Readiness & Orientation Skill Development & 
Training Mentorship & Supervision Advancement & 

Credentialing
Stability & Wraparound 
Support

1. Exposure • Workplace orientation
• Professional etiquette 
• Intro to local government

• Job-readiness bootcamp
• Basic computer skills

• Assign a workplace 
mentor or “buddy”

• Introduce civil service 
process conceptually

• Provide stipends, 
transportation help, and 
meals if needed

• Financial literacy and 
workplace stress 

2. Practice • Consistency coaching
• Customer service basics

• Typing, data entry, phone 
etiquette, filing

• Conflict management 

• Regular supervisor 
check-ins with feedback

• Mock test prep or “career 
readiness” workshops

• Continue transportation 
and case management 
supports

3. Entry • Civil service onboarding 
• HR orientation

• Office systems (e.g., 
Munis, Outlook), data 
accuracy

• Structured performance 
reviews and coaching

• Formal test prep cohort; 
intro to promotional 
pathways

• Transportation, childcare, 
and uniform subsidies if 
applicable

4. Growth • Exposure to different 
departments and 
processes

• Intermediate computer 
literacy

• Peer mentorship across 
teams

• Map potential next-step 
classifications

• management workshops

5. Specialization • Professional 
communication and 
confidentiality

• Technical training (e.g., 
trades, payroll, 
procurement, HR, etc.)

• Pair with senior technical 
mentor

• Tuition or certification 
assistance

• Counseling access, 
tuition reimbursement, 
work–life balance 
support

6. Coordination • Leadership 
communication

• Meeting facilitation

• Project management
• Cross-departmental 

systems

• Mentorship for leading 
small teams

• Career mapping and 
exam application 
coaching

• Continued support for 
wellness and professional 
identity building

7. Supervision • Managerial 
accountability

• Equity training

• Supervisory training
• Conflict resolution
• Coaching skills

• Coaching circle for new 
supervisors

• Leadership credentialing 
and exam prep

• Recognition programs 
and retention incentives

8. Leadership • Civic leadership
• Ethics and governance

• Executive management 
training, budgeting, 
public communication

• Mentorship for next-
generation staff

• Degree completion, 
executive certification

• Succession planning, 
professional networks, 
and continuing education
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EXAMPLE: HUMAN SERVICES & CITY ADMIN CAREER PATH

Program Manager / Division Director / Administrative Officer ($60 – 100K + benefits / year)
Budget oversight, personnel management, department planning, and leadership development.

Office Supervisor / Administrative Coordinator / Executive Secretary ($60 - $72K + benefits / year)
Manage small clerical team, ensure quality control, and assist department heads. Civil Service promotional testing required.

Community Services Technician / Department Secretary / Senior Clerk ($55 - $63K + benefits / year)
Act as liaison between departments, track projects, coordinate meetings. Could supervise interns or volunteers

Administrative Assistant / Payroll Clerk / Program Aide ($50 - $58K + benefits / year)
Gain specialized skills (budget entry, purchasing, HR paperwork). May require testing or internal certification.

Clerk II / Administrative Clerk / Records Clerk ($46 - $52K + benefits / year)
Increase typing accuracy, manage data systems, support public inquiries. May rotate between departments (Finance, HR, etc.).

Full-Time Clerk I / Office Assistant I ($40-$45K + benefits / year)
Learn to process documents, schedule appointments, and manage internal mail. Requires passing Civil Service exam.

Part-Time Clerk Trainee / Reception Assistant ($16 - $18.50/hour)
Practice data entry, alphabetize files, customer service. Exposure to city office systems.

Part-Time Office Helper / Youth Intern / City Hall Assistant ($16 - $18.50/hour)
Learn workplace etiquette, answer phones, handle mail, etc. Mentorship recommended.
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EXAMPLE:  PUBLIC WORKS (INFRASTRUCTURE) PATH

Parks Superintendent / Public Works Division Manager ($90 – 110K + benefits / year)
Oversees budgets, capital projects, and staff for city parks and grounds operations.

Maintenance Supervisor / Parks Foreperson ($72 – 83K + benefits / year)
Supervises work crews, schedules assignments, and ensures safety and quality standards. Requires passing Civil Service superv isory exam.

Public Building Maintainer I / II ($60 - $72K + benefits / year)
Performs carpentry, plumbing, and facility repairs across park buildings and public facilities. Trades-level Civil Service classification required.

Heavy Equipment Operator / Parks Maintenance Technician I ($50 - $60K + benefits / year)
Operates trucks, loaders, and mowers; leads small work units maintaining parks and roads.

Equipment Operator Trainee / Crew Support Worker ($46 - $52K + benefits / year)
Operates small equipment, supports heavy equipment crews, and performs safety-related tasks.

Full-Time Unskilled Laborer / Laborer I ($40-$45K + benefits / year)
Performs general outdoor maintenance, cleanup, and construction support under supervision. Requires passing Civil Service exam.

Part-Time Laborer Trainee / Seasonal Public Works Assistant ($16 - $18.50/hour)
Builds reliability, communication, and safe work habits; assist skilled staff and learn use of hand tools.

Part-Time Park Attendant / Seasonal Grounds Aide ($16 - $18.50/hour)
Entry exposure to municipal work; mow lawns, pick up litter, assist crews, maintain park cleanliness.
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EXAMPLE:  PUBLIC WORKS (RECREATION) PATH

Director of Recreation / Community Services Director ($90 – 115K + benefits / year)
Oversees all city recreation functions, strategic planning, budgets, and partnerships.

Recreation Superintendent / Division Supervisor ($72 - $85K + benefits / year)
Supervises multiple recreation sites, directs large-scale programs, ensures compliance and safety.

Senior Recreation Supervisor / Recreation Manager ($60 - $72K + benefits / year)
Oversees multiple program areas, recruits staff, develops seasonal programming, and handles budget reporting.

Recreation Supervisor I / Program Coordinator / Athletic Field Manager ($52 - $60K + benefits / year)
Plans and oversees specific programs (sports, aquatics, camps), manages part-time staff, tracks attendance and budgets.

Recreation Specialist / Aquatics Coordinator / Facility Attendant ($46 - $52K + benefits / year)
Coordinates program schedules, assists with staff training, and manages small events or facility operations.

Full-Time Recreation Leader / Program Aide ($40- $45K + benefits / year)
Leads small recreation activities, supervises youth groups, assists with planning. Requires passing Civil Service exam.

Part-Time Recreation Assistant / Aquatics Attendant / Program Helper ($16 - $18.50/hour)
Builds reliability, communication, and program facilitation skills; assists with youth programs or facility setup.

Part-Time Lifeguard / Camp Counselor / Recreation Aide ($16 - $18.50/hour)
Introduces youth to recreation work; support summer programs, assist children or the public.

Potential Career Progression for 
Opportunity Youth in Public Works 

(Recreation)
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EXAMPLE:  PUBLIC SAFETY (NON-SWORN) PATH

Director of Public Safety Support / Emergency Management Director ($90 – $115K + benefits / year)
Leads non-sworn public safety operations citywide; manages budgets, systems, and interagency planning.

Emergency Management Coordinator / Public Safety Administrator ($75- $88K + benefits / year)
Directs multiple safety programs, coordinates with police, fire, and city departments.

Public Safety Supervisor / Communications Coordinator ($60 - $72K + benefits / year)
Oversees dispatch teams or parking divisions; ensures compliance with policies and emergency protocols.

Public Safety Systems Operator / Emergency Management Assistant ($54 - $61K + benefits / year)
Operates safety databases, assists with emergency operations, and manages equipment or communications tech.  Civil Service te chnical classification.

Communications Dispatcher / Parking Control Officer ($46 - $52K + benefits / year)
Handles calls, dispatches police/fire units, or enforces parking and traffic rules. Likely a shift-based role. Requires technical training.

Full-Time Public Safety Dispatcher Trainee / Community Service Assistant ($40-$45K + benefits / year)
Answers non-emergency calls, logs incidents, and supports communications staff. Requires passing Civil Service entry exam.

Part-Time Public Safety Clerk / Parking Assistant / Security Aide ($16 - $18.50/hour)
Builds reliability, public interaction skills, and attention to detail in safety environments.

Part-Time Crossing Guard / Public Safety Aide / Event Asst ($16 - $18.50/hour)
Supports traffic safety, crowd control, public events; learns municipal procedures and chain of command.

Potential Career Progression for 
Opportunity Youth in Public 

Safety (Non-Sworn Roles)
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TEMPLATE: CAREER PATH ILLUSTRATION

Role (Wages)
[Description]

Role (Wages)
[Description]

Role (Wages)
[Description]

Role (Wages)
[Description]

Role (Wages)
[Description]

Role (Wages)
[Description]

Role (Wages)
[Description]

Role (Wages)
[Description]

Stages 4, 5 and 6 could be structured as an 
apprenticeship (see checklist later in this section)

Stages 1, 2 and 3 require long-term, consistent 
support to create a stable foundation for each 

young person to progress on their own from 
Stage 4 onwards Potential Career Progression 

for Opportunity Youth in [X]
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TEMPLATE:  SUPPORT MATRIX BY STAGE

Stage Readiness & 
Orientation

Skill Development & 
Training

Mentorship & 
Supervision

Advancement & 
Credentialing

Stability & Wraparound 
Support

1. Exposure • TBD • TBD • TBD • TBD • TBD

2. Practice • TBD • TBD • TBD • TBD • TBD

3. Entry • TBD • TBD • TBD • TBD • TBD

4. Growth • TBD • TBD • TBD • TBD • TBD

5. Specialization • TBD • TBD • TBD • TBD • TBD

6. Coordination • TBD • TBD • TBD • TBD • TBD

7. Supervision • TBD • TBD • TBD • TBD • TBD

8. Leadership • TBD • TBD • TBD • TBD • TBD
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TOWNS HAVE OPTIONS FOR HOW TO CREATE ACCESS TO PATHWAYS
EACH PATHWAY BELOW OFFERS A WAY FOR TOWNS TO CONNECT YOUTH TO MEANINGFUL WORK AND COMMUNITY IMPACT

Middle School 
Volunteer Corps

ServiceCorps with Non- 
Profit Partners

Town Summer 
Employment

Private-Sector Contractor 
Commitments

Targeted Town 
Part-Time Roles

Targeted Town Full-
Time Roles

Goal 

Build civic engagement 
early to prevent 
disconnection.

Fund nonprofits to employ 
and support youth directly 
while performing 
community work.

Provide structured 6-week 
paid work experiences for 
high school youth.

Embed youth hiring into 
local contracting and 
procurement.

Connect youth to flexible, 
ongoing work aligned with 
education or family 
responsibilities.

Offer entry-level, year-
round employment with 
career growth.

Examples

School-based service 
teams, park cleanups, 
peer mentoring, 
hospital volunteering.

Beautification, recycling, 
community maintenance, 
peer leadership.

Culinary, recreation, 
beautification, sports 
management.

Construction, landscaping, 
custodial, waste services.

Library aides, rec assistants, 
clerical support.

Public works, IT, 
facilities, customer 
service.

Support 
Needed

Schools, Youth Bureau, 
Parks Department., 
Local Businesses 

Nonprofits, Public Works, 
Youth Bureau.

Regional Workforce Boards, 
Parks & Recreation, HR, local 
employers.

Procurement, Legal, Mayor’s 
Office, Chamber.

HR, Chamber of Commerce, 
Town Department Heads.

HR, Workforce Boards, 
Technical Schools.

Timeframe
Year-round (January–
December).

September–August (aligned 
with school year).

October–August (planning 
to implementation).

Annual contracting cycle. Rolling recruitment, 
quarterly review.

Annual cohort cycle.

Outcomes 
Belonging, skill-
building, early civic 
identity.

Work experience + 
wraparound supports 
(transport, mentoring, 
stipends).

Work experience, earnings, 
community visibility.

Private-sector 
engagement, sustainable 
pipelines.

Consistent income, job 
skills, retention.

Stable employment, 
credential pathways, 
reduced youth 
disconnection.
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ALL OPPORTUNITY YOUTH NOT READY FOR EACH PATH

Severely Disconnected
Young people who are non-
graduates who are not 
employed

Moderately Disconnected
Young people who are non-
high school diploma 
earners but are employed

Disconnected
High school diploma and 
GED holders, who are neither 
employed or enrolled in 
post-secondary education

Middle School 
Volunteer Corps Good fit (preventive) Good fit (preventive) Good fit (preventive)

Service Corps   Good fit   Good fit   May prefer faster route

Town Summer Good fit Good fit May prefer faster route

Private Sector 
Placements   Overwhelming   Needs support   Good fit

Part-Time Hire   Needs support   Needs support   Good fit

Full-Time Hire   Overwhelming   Needs support   Good fit
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EACH SEGMENT NEEDS A UNIQUE GROWTH PLAN

Goals for Service-to-
Career Pathways

Severely Disconnected Moderately Disconnected Disconnected

Create Stability Requires wraparound supports (case 
management, housing help, trauma-
informed mentorship) + low-barrier 
roles.

Requires structure and 
accountability (internships, part-
time jobs).

Almost immediate — they can step 
into jobs directly.

Build Skills & 
Confidence

Gradual, often requiring bridge 
programs (GED, pre-apprenticeship)

Can be faster through 
apprenticeships.

Embedded on the job.

Transition into 
Permanence

Comes later in the journey (Year 3–4). Can happen by Year 2–3 with 
support.

Happens quickly, with growth 
opportunities arriving sooner.

Enable Growth • Service Corps / Nonprofit 
Placement: 9–12 months

• Part-Time Hire: 1–2 years (stability 
+ reliability)

• Apprenticeship: 1–2 years (earn 
wages + build credentials)

• Full-Time Hire: long-term, with 
growth to leadership in 3–5 years
 

Total: 5–7 years to reach 
supervisory/specialized roles

• Internship: 3–6 months (exposure 
+ soft skills)

• Apprenticeship: 1–2 years 
(technical skill-building)

• Full Time Hire: probationary period 
6–12 months → permanent

• Career Ladders: promotions into 
coordinator/crew leader roles after 
2–3 years
 

Total: 3–5 years to reach 
supervisory/specialized roles

• Internship/Onboarding: 3 months 
(or skipped entirely)

• Full-Time Hire: permanent 
employment in Year 1

• Advancement: eligible for 
supervisory/specialized roles in 2–
3 years
 

Total: 2–3 years to reach 
supervisory/specialized roles
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CHOOSING A YOUTH HIRING MODEL CHECKLIST 
SELECT THE RIGHT STRUCTURE FOR YOUR YOUTH SERVICE-TO-CAREER PROGRAM

Item Key Tasks 

Start from the 
Needs – Not the 
Model 

❑ Review your list of youth-ready functions from the Needs Scan.
❑ Ask: Is the work short-term, seasonal, or year-round? 
❑ Ask: Does it happen inside town departments or in the community?
❑ Ask: Can youth do this safely within civil service rules, or through partners?
❑ Group similar opportunities together — you may have 2–3 different types.

Clarify the Goals 
for the Program

❑ Decide what the pilot is primarily trying to accomplish
❑ Build youth awareness and civic pride (Service / Volunteer Corps
❑ Provide income and work experience (Summer Jobs / Part-Time Roles)
❑ Develop sustained workforce pipelines (Full-Time Roles)
❑ Expand access to local industry (Private Sector Placements)
❑ Deliver public projects with wraparound supports (Nonprofit Crews)

❑ Be honest about capacity — it’s better to start small and deliver well than to overpromise.

Match each 
Opportunity to a 
Hiring Approach

❑ For each opportunity, choose the modality that best fits the type, duration, and supervision required.

Check Feasibility 
and Fit 

❑ Review each chosen modality through these filters: Capacity: Do we have staff to supervise and manage it? Funding: Do we have or can we access wage 
or stipend funds? Partnerships: Are nonprofits, schools, or employers ready to help? Infrastructure: Can HR or legal teams support onboarding and 
safety? Timeline: Can we launch within the next 6–9 months?

❑ Eliminate modalities that fail more than one test.
❑ Circle the one (or two) that feel most achievable this year.

Test with Youth / 
Youth Advisory 
Board

❑ Review program design elements with the Youth Advisory Board if established, or with a focus group of representative young people, to ensure 
relevance and accessibility: Does this opportunity feel like it’s for you? Is the work clear and meaningful? Is it accessible given your real life? What support 
would make this doable? Does the pathway feel motivating (not overwhelming)? How should we talk about this program?

❑ Make the voice of the youth a primary driver of program evolution and design 

Document Choices 
& Next Steps

❑ Summarize your chosen modality (or mix) in one short paragraph:
❑ Identify which departments or partners will lead implementation.
❑ Add this information to your Pilot Concept Summary Template.
❑ Note any planning items that will need state-level support (funding, technical assistance, or policy changes).
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MIDDLE SCHOOL VOLUNTEER CORPS
BUILD CIVIC ENGAGEMENT EARLY AND EXPOSE YOUTH TO PUBLIC, NONPROFIT, AND PRIVATE-SECTOR COMMUNITY ROLES

Item Key Tasks 

Program Setup 
& Foundations

❑ Define program purpose and outcomes (belonging, early exposure, civic identity, teamwork).

❑ Determine age/grade bands (typically 6th–8th grade) and any eligibility criteria.

❑ Select a coordinating department (Youth Bureau, Parks & Rec, Schools, or a nonprofit partner).

❑ Host focus groups with youth to identify areas of interest, passion, curiosity to ensure opportunities match their interests 

❑ Determine group size and frequency (e.g., weekly service blocks, monthly events, seasonal projects).

❑ Create a parent/guardian consent process and communication plan.

Partnership & 
Site 
Development 

❑ Identify municipal partners (parks, libraries, events office, senior center, public works).

❑ Engage nonprofit partners (food pantries, community centers, animal shelters, housing orgs).

❑ Recruit private-sector partners through small business associations, or CSR teams at larger corporations.

❑ Engage hospitals & health systems for age-appropriate community wellness service projects.

❑ Create a menu of volunteer roles across all partners, ensuring tasks are safe and age-appropriate.

Youth 
Experience & 
Learning 
Design 

❑ Design a simple orientation covering safety, teamwork norms, expectations, and civic purpose.

❑ Create “micro-roles” that allow youth to rotate across sites and experience diverse sectors.

❑ Integrate reflection moments — journaling, group shares, or photo boards (“What did we impact today?”).

❑ Provide light skills practice (communication, teamwork, showing initiative, time management).

❑ Connect activities to career pathways by explaining how volunteer tasks relate to real municipal, nonprofit, and private-sector jobs.

Staffing, Safety 
& Wraparound 
Supports

❑ Assign an adult lead & site supervisors (school staff, youth workers, volunteers from partners).

❑ Ensure safety protocols (ratios, sign-in/out, transportation plan, emergency contacts).

❑ Provide youth-friendly materials (badges, shirts, project kits, tools, gloves if needed).

❑ Coordinate transportation supports — walking routes, bus passes, or supervised group travel.

❑ Set up ongoing communication loops between staff, partners, youth, and families (weekly updates, reminders, celebration messages).
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SERVICE CORPS WITH NON-PROFIT PARTNERS
NONPROFITS EMPLOY, MANAGE YOUTH; TOWNS COORDINATE, ENABLE PARTNERSHIPS, MONITOR OUTCOMES

Item Key Tasks 

Program Setup 
& Foundations

❑ Clarify goals for the ServiceCorps (beautification, blight removal, community health, service events, neighborhood pride).

❑ Define the target youth population (age range, priority groups, referral sources).

❑ Determine funding model (town contribution, ARPA, grants, workforce board funding).

❑ Establish desired scale (# of youth, # of crews, seasonal vs. year-round).

❑ Identify a municipal home for oversight (Youth Bureau, Parks, Public Works, Mayor’s Office).

Partnership & 
Site 
Development 

❑ Select nonprofit partner(s) with experience supervising youth and delivering wraparound supports.

❑ Define scope of work (service areas, hours, deliverables, required supports).

❑ Draft or update contracts/MOUs to clarify roles, expectations, and compliance.

❑ Ensure liability, insurance, and worker protections are clearly outlined and compliant.

❑ Set shared reporting expectations (attendance, hours, project outputs, youth progress).

Youth 
Experience & 
Learning 
Design 

❑ Survey municipal departments (DPW, Parks, Housing, Facilities) to identify service projects.

❑ Prioritize projects that are safe, meaningful, and beneficial to town operations.

❑ Confirm access needs (keys, storage, equipment the town provides).

❑ Coordinate schedules so departments are ready to receive crews and support logistics.

❑ Provide a municipal liaison who communicates daily/weekly with nonprofit crew leads.

Staffing, Safety 
& Wraparound 
Supports

❑ Ensure town orientation content is available (civic pride, town mission, expectations).

❑ Create pathways from ServiceCorps to municipal jobs (summer jobs, part-time roles, internships).

❑ Share career ladder materials so nonprofits can explain municipal opportunities to youth.

❑ Provide access to town training opportunities youth are eligible for (safety workshops, DPW demos, guest speakers).

❑ Ensure youth stories and outcomes are captured and shared in town communications (with nonprofit support).
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TOWN SUMMER EMPLOYMENT 
STRUCTURED, SHORT-TERM PAID JOBS FOR HIGH SCHOOL YOUTH

Item Key Tasks 

Program Setup 
& Foundations

❑ Set program goals (exposure, earnings, civic connection, work readiness).

❑ Decide target group size and weekly hours (20–25 typical).

❑ Align start/end dates with school calendars.

❑ Define application and selection process with youth-friendly steps.

❑ Establish payroll processes (timesheets, I-9 support, youth payment timeline).

Partnership & 
Site 
Development 

❑ Identify municipal departments offering roles (parks, recreation, libraries, facilities, IT).

❑ Create host site agreements describing duties, supervision expectations.

❑ Recruit private employers for additional placements if needed.

❑ Coordinate with regional workforce board to leverage SYEP dollars.

❑ Plan weekly enrichment days (field trips, guest speakers, employer tours).

Youth 
Experience & 
Learning 
Design 

❑ Design orientation week (professional norms, safety, communication, attendance).

❑ Create job readiness workshops (resume, interviewing, money management).

❑ Define simple performance milestones youth can track weekly.

❑ Include a mid-point reflection/check-in with supervisors.

❑ Schedule culminating event highlighting youth contributions.

Staffing, Safety 
& Wraparound 
Supports

❑ Train supervisors on coaching youth and setting expectations.

❑ Provide transportation solutions (bus passes, walking groups).

❑ Develop daily attendance monitoring system.

❑ Set safety protocols tailored to program sites.

❑ Ensure real-time support through a program hotline or designated coordinator.
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PRIVATE SECTOR CONTRACTOR COMMITMENTS
EMBEDDING YOUTH HIRING INTO LOCAL PROCUREMENT AND VENDOR CONTRACTS

Item Key Tasks 

Program Setup 
& Foundations

❑ Clarify goals for contractor-based youth roles (e.g., exposure to trades, hands-on technical skills, expansion of youth pathways beyond town government).

❑ Identify eligible industries where youth can safely work (landscaping, custodial, maintenance, facilities support, IT support, catering, seasonal services).

❑ Define which types of youth roles would be allowable under child labor and safety laws.

❑ Determine the scale of placements (e.g., 5–20 youth annually across all vendors).

❑ Establish funding expectations (town-funded youth wages, contractor-funded wages, or hybrid model).

Procurement & 
Contracting

❑ Review current procurement rules to identify where youth hiring language can be integrated.

❑ Update RFP templates to include youth workforce requirements or incentives.

❑ Add contract language specifying: minimum youth slots, supervision expectations, reporting requirements, and nondiscrimination.

❑ Coordinate with legal counsel to ensure compliance with procurement law and youth labor rules.

❑ Develop evaluation criteria to favor vendors who commit to meaningful youth hiring and training.

Employer 
Engagement & 
Partnership 
Development 

❑ Host listening sessions or roundtables with local vendors to introduce the model and assess readiness.

❑ Work with Chambers of Commerce and Business Associations to expand contractor interest.

❑ Create a directory of youth-friendly contractors who express willingness to host placements.

❑ Develop a simple onboarding packet for participating vendors (program goals, expectations, communication protocol).

❑ Design channels for contractors to ask questions and flag concerns (e.g., email hotline, monthly check-ins).

Youth 
Experience 
Integration 

❑ Provide contractors with youth orientation materials (work readiness basics, communication expectations, safety culture).

❑ Connect youth participants to town career ladders so they can see how skills transfer into municipal roles.

❑ Coordinate with schools, nonprofits, or workforce boards for referrals into contractor roles.

❑ Offer optional supplemental training (OSHA-10, customer service, workplace communication) if available through town or partners.

❑ Build a referral bridge between contractor placements and town summer jobs, part-time roles, or apprenticeship pathways.
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TARGETED PART-TIME TOWN ROLES
FLEXIBLE, ONGOING ROLES ALIGNED TO YOUTH EDUCATION OR FAMILY RESPONSIBILITIES

Item Key Tasks 

Program Setup 
& Foundations

❑ Define year-round or seasonal schedules (evenings, weekends, after school).

❑ Identify municipal roles that can safely be adapted for youth (library aides, rec assistants).

❑ Determine hiring pathway (civil service exempt, temp worker status, stipend roles).

❑ Ensure job descriptions are youth-friendly and skill-focused.

❑ Establish a rolling recruitment calendar.

Partnership & 
Site 
Development 

❑ Engage department heads to determine youth-ready tasks.

❑ Coordinate with HR to streamline onboarding for minors.

❑ Identify co-located roles (library + rec center; DPW + parks).

❑ Recruit school partners to help identify reliable youth workers.

❑ Set expectations for supervisors on weekly check-ins and skill-building.

Youth 
Experience & 
Learning 
Design 

❑ Design a short, modular training for youth starting mid-year.

❑ Create micro-learning tasks (phone etiquette, customer interactions, scheduling tools).

❑ Define pathways that connect part-time roles to seasonal or full-time opportunities.

❑ Integrate small advancement steps (e.g., Level 1 → Level 2 roles every 6–12 months).

❑ Encourage youth to build a portfolio documenting experience and achievements.

Staffing, Safety 
& Wraparound 
Supports

❑ Train supervisors to balance task expectations with coaching.

❑ Provide daily/weekly transportation supports as needed.

❑ Implement simple performance tracking shared with youth monthly.

❑ Ensure safe environments (clear duties, no heavy machinery, adequate supervision).

❑ Offer navigational support for future steps (civil service exams, resume help).
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TARGETED FULL-TIME TOWN ROLES
ENTRY-LEVEL, YEAR-ROUND MUNICIPAL EMPLOYMENT WITH CAREER GROWTH POTENTIAL.

Item Key Tasks 

Program Setup 
& Foundations

❑ Identify full-time entry roles appropriate for youth (customer service, facilities, IT support).

❑ Review civil service rules and determine degree/credential flexibility.

❑ Build a youth-friendly hiring process (info sessions, prep workshops, mock interviews).

❑ Establish starting wage + benefits overview tailored to first-time workers.

❑ Define a probationary period with coaching, not punishment.

Partnership & 
Site 
Development 

❑ Work with HR to revise job descriptions around skills, not degrees.

❑ Partner with workforce boards for assessment, coaching, and wage supports.

❑ Align with unions early to gain buy-in and clarify expectations.

❑ Identify progression pathways from full-time roles to supervisory or specialized tracks.

❑ Secure leadership buy-in from department heads.

Youth 
Experience & 
Learning 
Design 

❑ Create a full-time employee onboarding track adapted for young adults.

❑ Provide weekly or biweekly career navigation for the first 90 days.

❑ Offer certification prep (IT, HR, facilities, clerk training, CDL-light, etc.).

❑ Schedule performance check-ins at 30, 60, and 90 days.

❑ Integrate leadership exposure (shadowing, department tours).

Staffing, Safety 
& Wraparound 
Supports

❑ Train supervisors in youth development and coaching (conflict navigation, expectation-setting).

❑ Provide wraparound supports (transportation, financial literacy, mental health options).

❑ Set up an early warning system for attendance, burnout, or skill gaps.

❑ Ensure strong peer support through cohorts or affinity groups.

❑ Document advancement steps and encourage youth to apply for the next role after 12–18 months.
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APPRENTICESHIP CHECKLIST 
CAN CREATE FOR CERTAIN ROLES FOR THE MIDDLE STAGES (4 – 6) OF THE CAREER PATHWAY 

Item Key Tasks 

Program Setup & 
Foundations (Town 
Leadership + HR)

❑ Define apprenticeship goal areas (e.g., Public Works, Facilities, IT Support, Water/Sewer, Parks Maintenance).
❑ Identify which positions lend themselves to apprenticeship based on existing civil service classifications.
❑ Determine whether this will be a Registered Apprenticeship (RA) with the Connecticut Department of Labor or a town-specific “pre-apprenticeship to 

apprenticeship” model.
❑ Define entry requirements for youth, including which earlier stages (ServiceCorps, summer, part-time) will feed into the apprenticeship.
❑ Secure leadership and HR buy-in for modifying job descriptions, exams, or minimum qualifications to allow youth entry.

Curriculum, 
Training Partners 
and Credential 
Alignment 

❑ Map the technical skills required for the target municipal occupation(s).
❑ Work with CT DOL Apprenticeship Office or a workforce board to define related instruction hours.
❑ Identify training partners (community colleges, vocational schools, union training centers) who can deliver instruction.
❑ Align classroom instruction with on-the-job tasks so learning transfers cleanly into municipal competency.
❑ Integrate stackable credentials (OSHA-10, CPR, flagging, basic equipment safety, computer literacy, etc.) into the first 6–12 months.

Youth Recruitment, 
Application and 
Advancement 

❑ Create a youth-friendly application and selection process that reduces barriers (e.g., no unnecessary degree requirements).
❑ Build a pipeline from summer jobs, part-time roles, and ServiceCorps into the apprenticeship.
❑ Offer structured preview experiences (ride-alongs, job shadows, “day in the life” tours).
❑ Create clear advancement steps from pre-apprentice → apprentice → journey-level role.
❑ Ensure transparency about expectations (attendance, skill gains, behavior standards, wage progression).

Staffing, 
Supervision & 
Wraparound 
Supports

❑ Train municipal supervisors on mentoring apprentices (coaching, feedback, safety culture).
❑ Assign a career navigator to support youth consistently throughout the program.
❑ Provide or coordinate wraparound supports (transportation, uniforms/tools, tutoring, life skills, flexible scheduling).
❑ Develop a structured on-the-job learning plan with weekly or monthly skill checklists.
❑ Create a troubleshooting and retention system (early-warning indicators, problem-solving protocols, “second chance” steps).

44



PROGAM CONCEPT SUMMARY
Program 
Overview

Program Name: ____________________________________________
Lead Department / Partner: _________________________________
Contact Person & Title: _____________________________________

Vision & Purpose: E.g., “Over the next three years, we aim to expand from 25 to 100 youth annually and integrate youth roles into at least four town departments, creating 
meaningful paid work experiences for local youth that address municipal service gaps, strengthen community pride, and build pathways into town careers”

Goals & Target 
Population

Primary Goals: ☐ Increase youth engagement in civic life ☐ Build work skills and confidence ☐ Strengthen municipal staffing pipelines ☐ Improve community services
Target Youth Population: ☐ Middle School / Early High School ☐ Severely Disconnected ☐ Moderately Disconnected ☐ Disconnected ☐ Other: ____________________
Number of Youth in Pilot: _________ Program Duration: _______________ (e.g., 6 weeks, school year, ongoing)

Program Model Chosen Program Type (select one or mix):
☐ Volunteer / Service Corps ☐ Summer Jobs ☐ Part-Time Youth Roles 
☐ Full-Time Youth Roles / Fellowships ☐ Nonprofit Youth Crews ☐ Private Sector Placements

Rationale: E.g., “The Summer Jobs model aligns with our parks and recreation 
needs, short-term supervision capacity, and wage funding through the 
regional workforce board.”

Roles & 
Departments 
Involved 

Department: ________________________ Youth Role/Function: ____________________ No. of Youth: ________  Supervisor:  _________________
Department: ________________________ Youth Role/Function: ____________________ No. of Youth: ________  Supervisor:  _________________
Department: ________________________ Youth Role/Function: ____________________ No. of Youth: ________  Supervisor:  _________________

Supports & 
Partnerships

List the wraparound supports that will help youth succeed. ☐ Career Navigation / Mentoring ☐ Supervisor Training ☐ Transportation Assistance
☐ Safety / Onboarding Training ☐ Nonprofit or School Partner Involvement (list): ___________________________

Budget Total Estimated Cost: $xxx
Youth Wages / Stipends:  ______________     Funded by: ____________________
Supervision/ Staff Time: _______________ Funded by: ____________________
Supplies/Equipment: _________________ Funded by: ____________________
Training / Navigation:_________________    Funded by: ____________________
Wraparound Supports: ________________ Funded by: ____________________

Success 
Metrics 

Identify 3–5 early measures of success that are simple to track: ☐ # of youth employed or participating ☐ # of municipal departments supported ☐ % youth completing the 
program ☐ Supervisor satisfaction ☐ Youth confidence or skill growth [measured via survey] ☐ Post-program outcomes (jobs, school, training)

Timeline ☐ Planning / Setup (Dates: _____) ☐ Recruitment & Onboarding (Dates: ______) ☐ Program Delivery (Dates: ______) ☐ Reflection & Reporting (Dates: _____)
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GOVERN
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GOVERN: FOUR TOOLS

1 Prepare to Launch:  Governance Readiness Checklist
Ensure all parties are aligned and legal, risks and key partnership agreements are signed.

2
Assign Single Points of Accountability:  Role & Responsibilities Matrix and MoU Template
Develop clear accountabilities and ownership rights to ensure smooth, on-time and on-budget 
execution.

3 Organize Cross-Sector Leadership: Steering Committee Composition & Function Worksheet
Recruit and organize a leadership group that includes town officials, schools, workforce boards, 
nonprofits, employers, and youth. Decide whether to manage your program locally or through a 
shared regional partnership (e.g., with nearby towns or your workforce board).

4 Formalize Youth Voice: Youth Advisory Toolkit
Create a local Youth Advisory Council or partner in a regional youth leadership group. Engage 
youth as co-designers and advisors — not just program participants — by providing training, 
mentorship, and real decision-making power.
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GOVERNANCE READINESS CHECKLIST

Governance Element Purpose / Why It Matters Status Owner
☐ Program Sponsor Identified Ensure there is a single senior official (e.g., Mayor’s Office or Chief of Staff) 

accountable for the program’s success.

☐ Program Director Assigned Designate a full-time or partial FTE who owns day-to-day management and 
coordination across departments.

☐ Department Leads Confirmed Public Works, Parks & Rec, Recreation, Public Safety, and HR have each 
named a department lead.

☐ Workforce Board Partner Engaged MOU signed or partnership confirmed for advancement and credentialing, 
selected additional supports and WIOA/WIB funding.

☐ Non-Profit Partner Engaged MOU signed or partnership confirmed for youth recruitment, readiness 
training, supervision/mentorship and wraparound supports.

☐ Youth Advisory Council Formed At least 5–7 youth advisors selected, trained, and given a defined role in 
program design or evaluation.

☐ Steering Committee Established Committee membership, meeting cadence, and chairperson finalized.

☐ Accountability Tools Defined Roles & Responsibilities Matrix, shared data dashboard, and reporting 
schedule drafted.

☐ Communication Protocol Approved Defines how decisions are documented, shared, and escalated across 
partners.

☐ Fiscal & Compliance Officer Named Person responsible for managing budgets, invoices, and audit compliance.

☐ Kickoff Meeting Scheduled First cross-sector leadership meeting on calendar with clear agenda and 
action items.
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ROLES & RESPONSIBILITIES MATRIX
ESTABLISH CLEAR LEADERSHIP, ACCOUNTABILITY, AND COLLABORATION ACROSS DEPARTMENTS AND PARTNERS

Entity / Role Primary Responsibilities Decision-Making Authority Accountability Deliverables
Program Sponsor (Mayor’s Office / 
Chief of Staff)

Endorse and champion program citywide; 
remove barriers between departments; align 
program with city strategic goals.

Approves overall strategy, funding 
allocation, and interdepartmental 
coordination agreements.

Quarterly program briefings and annual 
progress report to City Council.

Program Director (Designated by Town 
HR or Workforce Liaison)

Day-to-day oversight; manages 
interdepartmental implementation; tracks data 
and outcomes; ensures compliance with Civil 
Service and HR policies.

Directs operational decisions, manages 
program budget, and signs MOUs with 
partner agencies.

Monthly dashboard of hires, retention, and 
advancement rates.

Department Leads (Public Works, Parks 
& Rec, Recreation, Public Safety)

Identify positions suitable for youth entry; 
provide mentors and job coaches; ensure on-
the-job safety and training

Approve youth placements and mentor 
assignments within departments.

Departmental worksite reports; youth 
performance evaluations.

Workforce Board Partner Provide career readiness training, WIOA funding, 
and wraparound supports (transportation, 
certification, etc.).

Approve participant eligibility and funding 
disbursement for work experience slots.

Participant enrollment and completion 
tracking; training records.

Education Partners (Public 
Schools, Adult Ed)

Recruit youth; embed workplace readiness into 
curriculum; provide credit or certification 
pathways.

Nominate participants and coordinate dual-
credit or internship opportunities.

Annual pipeline report of participating 
students.

Community & Nonprofit Partners 
(Youth Services, CBOs)

Recruit youth; deliver readiness and orientation, 
basic skills, supervision and mentorship, and 
wraparound supports (mental health, housing, 
transportation).

Implement service referrals or identify young 
people ready for independent part-time or 
full-time roles within municipal government.

Individualized service plans and quarterly 
outcome summaries.

Finance & Grants Liaison Manage fiscal accountability and compliance 
for city or state funding streams.

Authorize expenditures, submit invoices, and 
ensure proper use of funds.

Monthly expense reports; annual audit 
documentation.

Youth Advisory Council (Formalized 
Youth Voice)

Provide ongoing feedback on program design, 
communication, and equity; co-create outreach 
materials.

Advisory — participates in decision-making 
and evaluation.

Quarterly youth advisory meetings with 
published recommendations.
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MOU TEMPLATE
DOCUMENTING SHARED ACCOUNTABILITY FOR A YOUTH SERVICE-TO-CAREER PATHWAYS PROGRAM

Purpose This Memorandum of Understanding (MOU) establishes a shared accountability framework among the Municipality, Youth-Serving Partner(s), and Funding/Convening 
Partner(s) to support opportunity youth in service-to-career pathways. The goal is to ensure that youth receive coordinated support, roles are clearly defined, and no 
single partner is expected to solve challenges alone.

Parties to the 
Agreement

This MOU is entered into by: • Municipality: [Town/City Name]
• Youth-Serving Organization(s): [Nonprofit Partner(s)]
• Funding / Convening Partner(s): [Workforce Board, State Agency, Philanthropy, etc.]

Scope of 
Partnership

This MOU applies to the following program(s):  Program name(s): ______________________. Duration of agreement: __________________
Target population: _____________________ Approximate number of youth served: ______

Roles & 
Responsibilities 

Municipality Responsibilities.  The Municipality agrees to be responsible for the work experience itself.  Specifically, the Municipality will: Provide meaningful, supervised 
work assignments aligned with municipal needs, designate trained supervisors responsible for day-to-day oversight, provide on-the-job training and clear performance 
expectations, ensure a safe and respectful workplace environment, provide wages, stipends, or contracted payments as agreed, communicate attendance, 
performance concerns, or schedule changes promptly to the Youth Provider, and participate in regular check-ins and problem-solving meetings. 
Youth-Serving Partner Responsibilities. The Youth Provider agrees to be responsible for youth support, stability, and development. Specifically, the Youth Provider will:
Recruit and screen youth participants, provide orientation, job readiness, and soft-skill training, assign a career navigator or case manager to each youth, provide 
ongoing coaching, goal-setting, and check-ins, address non-work barriers (e.g., transportation, scheduling challenges, documentation), track youth progress, 
engagement, and support needs, lead re-engagement efforts if a youth struggles or disengages, and serve as the primary point of contact for youth outside the 
worksite. 
Funding / Convening Partner Responsibilities.  The Funding or Convening Partner agrees to support coordination, sustainability, and learning. Specifically, the Partner 
will: Allocate or coordinate funding across wages and support services, as applicable, clarify allowable uses of funds and reporting requirements, support data collection, 
tracking, and shared metrics, facilitate cross-partner coordination and learning sessions, help troubleshoot funding, policy, or capacity barriers, support evaluation and 
continuous improvement. 

Shared 
Accountability & 
Communication 
Protocols 

All parties agree to participate in regular coordination meetings (frequency: ________), share relevant information promptly to support youth success, address issues 
early rather than waiting for escalation, treat youth setbacks as a signal for support, not failure, collaborate on re-entry or second-chance plans when appropriate. No 
single partner will unilaterally remove a youth from the program without discussion, except in cases of immediate safety concerns.

Data Sharing & 
Privacy 

Partners agree to share only the data necessary to support youth and evaluate outcomes.  All data sharing will comply with applicable privacy and confidentiality laws
Youth consent procedures will be clearly communicated. 

Decision Making & 
Conflict Resolution 

Operational decisions will be handled by designated points of contact. Policy or funding issues will be escalated to the Steering Committee. Partners commit to good-
faith problem-solving before termination of participation. 

Term, Modification, 
and Termination 

This MOU is effective from __________ to __________. Modifications must be agreed to in writing by all parties. Any party may terminate with [X] days’ written 
notice, with a plan to minimize disruption to youth.
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STEERING COMMITTEE COMPOSITION AND FUNCTION
ESTABLISH CLEAR FUNCTION, MEETING FREQUENCY, AND DECISION-ORIENTED AGENDAS

Chair • Program Director (Town HR or Workforce Board)

Members • Department Leads (Public Works, Parks, Rec, Public Safety)
• Workforce Board
• Youth Services
• School and/or Non-Profit Partner
• Finance
• 2 Youth Advisory Council members

Meetings • Monthly during pilot phase, quarterly thereafter.

Core 
Functions

• Review implementation progress and data metrics.
• Identify cross-agency challenges and make recommendations.
• Align Federal/State/town resources (funding, HR, training) with program needs.
• Approve any major changes to structure, budget, or timeline.
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YOUTH ADVISORY COUNCIL IMPLEMENTATION CHECKLIST
ESTABLISH AND SUSTAIN EQUITABLE AND YOUTH-DRIVEN ADVISORY STRUCTURE THAT INFORMS MUNICIPAL PROGRAMS

Item Key Tasks 

Establish 
Purpose, 
Structure & 
Authority

❑ Define the Youth Advisory Council’s purpose so everyone understands whether it advises on program design, outreach, evaluation, or all three
❑ Decide where the YAC is housed in government (e.g., Parks & Rec, Youth Services, or Workforce Board) to clarify reporting lines.
❑ Draft a short charter describing the mission, scope, decision-making authority, and meeting cadence.
❑ Appoint an adult liaison to manage logistics, communication, and serve as a consistent point of contact.
❑ Decide how youth will be compensated—with stipends, service hours, or school credit—to ensure equity and commitment.
❑ Secure a small dedicated budget for stipends, training, and meeting expenses from city or workforce funds.

Build a Diverse, 
Representative 
Group

❑ Set clear eligibility criteria (e.g., ages 16–24, residents, program participants) so expectations are transparent
❑ Recruit through schools, nonprofits, and social media to reach youth from varied neighborhoods and backgrounds.
❑ Aim for balanced representation – e.g., include both program participants and slightly older alumni or near-peers —so the council reflects the diversity of the 

community it serves.
❑ Create a short, youth-friendly application that explains purpose, time commitment, and compensation clearly.
❑ Conduct welcoming interviews or information sessions that prioritize curiosity and inclusion over formality.
❑ Finalize selection, consent, and onboarding steps so youth start with clarity and enthusiasm.

Train and Equip 
Youth to Lead

❑ Provide an engaging orientation covering city government, roles, and responsibilities.
❑ Offer civic education and budgeting basics so youth understand how municipal decisions are made.
❑ Deliver communication and facilitation training to help youth speak up confidently and lead discussions.
❑ Pair each youth with a mentor or departmental contact to build relationships and contextual understanding.
❑ Co-create ground rules or a “safe participation agreement” to ensure inclusive and respectful meetings.

Run Meetings & 
Embed Youth 
Voice

❑ Schedule regular meetings and align them with the broader steering committee calendar for consistency.
❑ Give youth a standing agenda item in steering committee meetings so their feedback reaches decision-makers.
❑ Rotate youth co-chairs or facilitators to share leadership and skill development.
❑ Record recommendations and track follow-up actions to demonstrate youth impact.
❑ Include youth in public communications—like press releases, videos, and events—to build visibility and pride.
❑ Conduct midyear reflection sessions to review progress and adjust the council’s focus.

Keep the 
Council 
Effective Over 
Time

❑ Track attendance and engagement data to spot early signs of burnout or barriers.
❑ Refresh membership annually to balance continuity with new perspectives.
❑ Recognize youth achievements publicly to reinforce their civic contribution
❑ Link Youth Advisory Council participation to internships or job pipelines within city departments.
❑ Evaluate annually whether youth input shaped policy, hiring, or program changes.
❑ Update the charter and membership model as the program matures or expands regionally.

52



FUND

53



FUND: FOUR TOOLS

1 Estimate Costs: Youth Employment Program Budget Templates
Outline anticipated costs for wages, supervision, training, and wraparound supports — ensuring 
your pilot is right-sized for available capacity.

2 Finding Budget: Thought Starters
Review existing municipal budgets to identify line items or underused allocations that could 
support youth employment (e.g., seasonal staff, temporary help, or recruiting or marketing 
budgets).

3 Raise Additional Funds:  Funding Braiding Guide
Combine local, state, and federal resources — including workforce development, ARPA, 
education, or community grants — to expand capacity and sustainability.

4 Pitching Funders:  Sample Talking Points
Make the case for contributing to a program centered in both workforce development and civic 
renewal 
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YOUTH EMPLOYMENT PROGRAM BUDGET TEMPLATE
OUTLINE COSTS FOR WAGES, SUPERVISION, TRAINING, WRAPAROUND SUPPORTS — ENSURE RIGHT-SIZED FOR CAPACITY

Table 2: Estimate Core Program Costs – Guidance and Assumptions Per Youth 

Category Description / Example Line Item Estimated Cost / 
Youth 

Middle School 
Volunteer Corps

Youth 
ServiceCorps

Summer
Employment Part Time Employment Full Time Employment 

Youth Wages Hourly wages or stipends for youth participants Hourly wages, 
stipends or salaries N/A

$5,000 - $6,000 
stipend/hourly 

equivalent
$2,350 (20 hrs/wk × 

6 wks × $16.35)
$6,000 (~20 hrs/wk × 20 

wks × $18)
$42,000 entry-level 

wage

Readiness & 
Orientation 

Training & Orientation: Onboarding sessions, safety 
briefings, workplace tours. $100 - $400

Basic group orientation 
by school or youth 

bureau
1-day onboarding + 
regular check-ins

1-day orientation + job 
readiness

1-day orientation + job 
readiness

Standard municipal 
onboarding

Equipment & Supplies (Starter Kits): Uniforms, ID 
badges, basic tools, notebooks, laptops for training. $75 - $300 T-shirts, name tags, 

notebooks
Covered by non-profit 

partner Uniforms, vests, ID Uniforms, vests, IDs Standard municipal 
starter kits

Skill 
Development & 
Training 

Job-Specific or Technical Training $100 - $1,000 Soft-skills workshop Covered by non-profit 
partner 

Department-specific 
training 

Department-specific 
training

Standard municipal 
training

Equipment & Supplies (job-related): PPE, tools, 
technology, specialized supplies. $50 - $600 Minimal; could covered 

by school, volunteer site
Covered by non-profit 

partner 
Department-provided
gear or covered by WIB

Department-provided 
gear

Laptop and standard 
field or office setup

Mentorship & 
Supervision

Supervisor Pay: Time for municipal staff or partner 
staff to supervise youth $100 - $3,000 1 staff per 30 youth (in-

kind) NA 1 staff per 10 youth 1 staff per 8–10 youth Standard employee 
supervision

Other Local Costs (recognition & team-building): 
Food, refreshments, decorations. $50 - $150 N/A Covered by non-profit 

partner 
Department-specific 

funding
Department-specific 

funding
Department-specific 

funding

Advancement & 
Credentialing

Tuition or Fees:  To prepare for examinations, take 
classes, or obtain permits, certificates, credentials $0 - $500 N/A Certificate of 

completion
Optional credential or 

permit
Civil Service prep or 

certification
Apprenticeship or 

advanced credential

Stability & 
Wraparound 
Supports

Transportation: Bus passes, mileage 
reimbursement, van rental, support to get own 
driver’s license

$50 - $750 School or walking 
access

Covered by non-profit 
partner Bus pass or parking Bus pass or license 

support Full commuter benefits

Career Navigator/Manager: Dedicated staff 
providing coaching and navigation $150 - $2,500 Shared counselor or 

volunteer lead
Covered by non-profit 

partner 

Dedicated volunteer 
navigator per 
department

Dedicated volunteer 
navigator per 
department

Dedicated volunteer 
navigator per 
department

Flexible Fund:  Used against clear criteria for 
emergency needs for youth (e.g., car repair, food / 
housing support etc.).

$0 - $1,000 N/A Covered by non-profit 
partner Small emergency fund N/A N/A

Other Program 
Costs

Insurance/Liability Coverage: Coverage for youth 
workers or contractors $25 - $250 Covered under school 

or town
Covered by non-profit 

partner 
Covered under town or 

WIB Covered by town Covered by town

Evaluation & Data Tracking: Dashboards, surveys, 
impact measurement $25 - $400 Simple tracking and/or 

survey 
Youth surveys + data 

reporting
Attendance and hours 
tracking; youth survey 

Youth and supervisor 
feedback 

Full HR Performance 
Management system 

Promotion & Public Relations:  Digital / social media 
campaigns, posters, flyers, career fairs, job videos $25 - 150 Posters or newsletters Shared media with 

non- profit 
Local job fair materials, 

posters at schools
Municipal social 

updates Local job fairs

TOTAL ESTIMATED COSTS PER YOUTH $700 - $1,000 $12,000 - $15,000 $4,500 - $6,000 $8,000 – $10,000 $45,000 - $50,000
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FINDING BUDGET: THOUGHT STARTERS
REVIEW EXISTING MUNICIPAL BUDGETS TO IDENTIFY LINE ITEMS OR UNDERUSED ALLOCATIONS

Category Action What to Look For / How It Helps Fund Youth Employment
1. Staffing & Labor 
Budgets

Review seasonal staffing lines (parks, recreation, public works, libraries). Identify recurring part-time or summer roles that could be staffed by youth — redirect 
those funds into paid youth positions.

Check temporary or substitute positions that go unfilled or underused. Reallocate funds from unspent temp lines to youth stipends or wages.
Look at vacancy savings — positions budgeted but unfilled for multiple months. Redirect savings from prolonged vacancies into pilot youth roles or training costs.
Identify retirement or leave coverage funds. Temporarily fill short-term coverage needs with trained youth, lowering costs.

2. Training, 
Development & 
Onboarding

Review professional development budgets for potential reallocation. Fund supervisor or youth orientation sessions that prepare departments to host youth.
Check unused training funds (HR, workforce development). Reallocate unspent funds toward workplace readiness or navigation support.
Redirect recruitment or retention incentives. Use incentive funds to attract youth workers or reward strong performance.

3. Program & 
Departmental 
Operations

Scan program budgets with cyclical surpluses (recreation, permits, fees). Use program-generated revenue to cover youth roles that expand service delivery.
Review contracted services — can youth replace or supplement vendor work? Bring certain functions (grounds, data entry, events) in-house via youth work crews.
Identify projects that generate revenue (camps, events, concessions). Staff these projects with youth to make them cost-neutral or revenue-positive.
Examine special revenue funds (parks, beautification, recycling). Apply allowable uses of these funds to youth service or beautification projects.

4. 
Communications 
& Outreach

Review marketing and community engagement budgets. Deploy youth as digital media ambassadors or event staff while using existing comms 
budgets to fund stipends.

Check public information budgets (newsletters, websites, outreach). Create youth-led campaigns to boost civic participation or program visibility.

5. Shared or Cross-
Departmental 
Funds

Explore regional/shared service agreements. Partner with nearby towns to co-fund a youth navigator or shared crew.
Identify matching or cooperative grant funds (COGs, workforce boards). Pair town dollars with state or regional grants to expand scale or duration.
Review unspent ARPA, CDBG, or trust funds for eligibility. Direct allowable flexible funds toward pilots or startup costs.
Consider school-town partnerships. Co-fund youth roles (custodial, recreation, afterschool) shared across entities.

6. Long-Term 
Sustainability

Estimate cost savings from youth staffing (reduced turnover, lower social program 
costs/spending).

Build a business case showing how youth positions offset recurring costs.

Document alignment with town priorities (workforce, engagement). Use the case for inclusion in next year’s operating or capital budget.
Plan to reinvest savings or revenues (recreation fees, permit surpluses). Create a revolving fund or annual youth employment line for sustained investment.
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FUNDING BRAIDING GUIDE
COMBINE LOCAL, STATE, AND FEDERAL RESOURCES TO EXPAND CAPACITY AND ENSURE SUSTAINABILITY 

Funding Source Type Role in the Portfolio
Suggested % 
of Total 
Budget

Typical Use

Engine: 
Power the core — steady, 
reliable funds that keep 
the program running. 

Municipal Funds Core match and local 
ownership

30–40% Wages (partial), supervision, 
insurance, local training

State Workforce / CYEP / 
WIOA Funds

Anchor program dollars 30–35% Wages, training, advancement 
& credentialing 

Catalyst: 
Spark innovation — 
launch pilots, test ideas, 
and fill early gaps.

Federal / Competitive 
Grants

Innovation and scaling 10–15% Pre-apprenticeship pilots, 
evaluation, new roles

Philanthropy & 
Foundations

Flexible fill-in funding 5–10% Career navigators, recognition, 
incentives

Accelerator: 
Fuel the extras that make 
a program bigger, better, 
or more visible.

Private Sector / Employer 
Match

Sustainability and growth 5–10% Co-funded placements, 
tools/equipment, internships
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PITCHING FUNDERS: SAMPLE TALKING POINTS (I/II)
MAKE THE CASE FOR CONTRIBUTING TO A PROGRAM CENTERED IN BOTH WORKFORCE DEVELOPMENT & CIVIC RENEWAL

Funding Source 
Type

Purpose / Role Example Pitch Lines Towns Could Use Primary Funding Focus

Municipal Funds 
(30–40%)

Engine: Power the core 
— steady, reliable 
funds that keep the 
program running.

• “We can reduce overtime and vacancy costs by staffing key projects with 
trained local youth.” 

• “This program helps us meet our workforce goals and serve residents more 
efficiently.”

• “We’re investing in our future employees — building a local talent pipeline that 
stays in town.” 

• “A modest reallocation from seasonal lines can fund 10–20 youth roles that 
support parks, public works, and recreation.”

• ”By leveraging existing school infrastructure and facilities we can support youth 
in having a positive experience of employment in our town.”

• Youth Wages 

• Stability & Wrapround 
Support (transportation 
/ food in partnership 
with schools) 

• Mentorship / 
Supervision

State Workforce 
Funds (CYEP, 
WIOA) (30–35%)

Engine: Anchor youth 
wages and core 
program supports.

• “We’re ready to expand the reach of CYEP by co-investing local funds in youth 
wages.” 

• “We’ll braid state dollars with town and employer match to scale placements 
sustainably.” 

• “Our pilot builds a replicable model for connecting municipal jobs to state 
workforce goals.” 

• “We’re helping the state meet its youth employment and retention targets 
through local implementation.”

• Youth Wages

• Stability & Wraparound 
Support
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PITCHING FUNDERS: SAMPLE TALKING POINTS (II/II)
ADAPT FOR MEETINGS, GRANT APPLICATIONS, OR PARTNERSHIPS FOR WORKFORCE DEVELOPMENT & CIVIC RENEWAL

Funding Source 
Type

Purpose / Role Example Pitch Lines Towns Could Use Primary Funding Focus

Federal / 
Competitive Grants 
(10–15%)

Catalyst: Spark 
innovation — launch 
pilots, test ideas, and 
fill early gaps.

• “We’ll use federal innovation funds to pilot a service-to-career pathway within 
municipal government.”

• “This grant lets us test and document a model that can be replicated statewide.”

• “We’ll demonstrate measurable ROI — improved youth outcomes and reduced 
municipal costs.” 

• “Federal dollars will de-risk early innovation while local and state funds sustain it.”

• Advancement & 
Credentialing

• Data & Evaluation

Philanthropy & 
Foundations (5–
10%)

Catalyst: Spark 
innovation — fill gaps 
and strengthen 
wraparound 
supports.

• “Your investment ensures no youth falls through the cracks — funding coaching, 
mentorship, and second chances.” 

• “Philanthropy can fill what public dollars can’t — the human-centered work that 
changes lives.” 

• “We’ll recognize your foundation as a partner in rebuilding youth opportunity and 
civic pride.” 

• “Your support builds the connective tissue — navigation, evaluation, and 
storytelling — that ensures the program’s success.”

• Readiness & 
Orientation

• Stability & 
Wraparound Support

Private Sector / 
Employer Match 
(5–10%)

Accelerator: Fuel the 
extras that make a 
program bigger, 
better, or more 
visible.

• “Your company can sponsor a youth placement or career crew — visible, high-
impact community investment.”

• “We’re offering a low-risk way to test young local talent while building your future 
workforce.”

• “A small employer contribution doubles the town’s impact and puts your brand 
front and center.”

• “Let’s co-host a ‘Youth Works’ showcase — featuring your employees as mentors 
and role models.”

• Skill Development & 
Training

• Equipment & Supplies
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TRAIN
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TRAIN: THREE TOOLS

1 Prepare Supervisors: Supervisor Training Topics & Key Messages
Ensure all supervisors are trained and prepared to coach, train and supervise youth effectively. 
Can also leverage the existing Governor’s Prevention Partnership Training for all supervisors 
who will be involved in the program.  Available here: https://gppct.org/trainings-events/

2 Assign Career Navigators: Career Navigator Guidance for Towns
Career Navigators ensure every young person in a municipal work or service experience is 
supported, learning, and connected to a future pathway. They act as a coach, connector, and 
problem-solver, integrating workforce development, social support, and municipal systems.

3 Orient Youth: Onboarding Materials for Youth Participants 
A standard presentation that can be used to onboard youth participants into the program. 

61

https://gppct.org/trainings-events/
https://gppct.org/trainings-events/
https://gppct.org/trainings-events/


SUPERVISOR TRAINING: TOPICS & KEY MESSAGES (I/II)
ENSURE ALL SUPERVISORS ARE TRAINED AND PREPARED TO COACH, TRAIN AND SUPERVISE YOUTH EFFECTIVELY

A. Understand the role of a Youth Supervisor

Supervisors of young workers are not just task managers — they are mentors, translators, and culture-builders. Before the youth start:
• Clarify dual role: coach + supervisor.
• Know the goals of the youth program and how the department fits.
• Review youth placement details (age, schedule, experience level, supports available).

Tip: The first week sets the tone — meet each youth personally, set shared expectations, and express confidence in their potential.

B. Create a Supportive Respectful Environment

Model professionalism — youth learn by observation.
• Balance accountability and encouragement: praise effort, correct privately, celebrate progress.
• Avoid assumptions — youth may be balancing school, family, or transportation barriers.
• Use plain, direct communication: confirm understanding by asking, “Can you show me how you’d do it?”
• Set small, achievable goals to help them build momentum and confidence.

Remember: A youth’s first experience of workplace respect may come from you.

C. Teach, Don’t Just Tell 

Show how and why tasks matter — connect daily work to community impact.
• Demonstrate, then observe, then let youth try independently.
• Rotate assignments when possible to expose youth to different skills.
• Encourage questions and reflection: “What did you notice?” “What part felt hardest?”

Tip: Keep instructions visual — photos, demonstrations, checklists.
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SUPERVISOR TRAINING: TOPICS & KEY MESSAGES (II/II)
ENSURE ALL SUPERVISORS ARE TRAINED AND PREPARED TO COACH, TRAIN AND SUPERVISE YOUTH EFFECTIVELY

D. Provide Consistent Feedback and Recognition 

Schedule short weekly check-ins (10–15 minutes) to review progress.
• Use a simple “Start–Stop–Keep” framework: what to start doing, stop doing, and keep doing well.
• Recognize effort publicly when appropriate — a kind word from a supervisor goes a long way.
• Share positive updates with program coordinators and youth navigators to build shared accountability.

Quote from youth: “When people say they are grateful for your help — that’s what makes the job worth it.”

E. Respond with Care When Challenges Arise

Approach mistakes as teachable moments — ask “What can we learn from this?”
• Reach out early to the program’s youth navigator for attendance or behavioral issues.
• Keep communication solution-oriented and strengths-based.

F. Reflect on Your Impact

After the program ends:
• Ask yourself: Did my youth leave feeling capable, confident, and connected?
• Share one success story and one improvement idea with your coordinator.
• Keep the door open — invite youth back for seasonal or part-time work.

Outcome: A stronger municipal workforce culture that grows talent from within.
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CAREER NAVIGATOR GUIDANCE FOR TOWNS (I/II)
CORE REPONSIBILITIES OF A CAREER NAVIGATOR

Focus Area Key Responsibilities Why It Matters

Onboarding & Readiness • Meet each youth before placement to review expectations and workplace norms.

• Provide or coordinate readiness training (communication, punctuality, dress, etc.).
• Ensure youth understand how their role connects to the town’s mission.

Creates consistency across 
departments and sets youth up for 
success.

Coaching & Check-ins • Conduct weekly or biweekly check-ins with each youth.

• Use strengths-based coaching to set short-term goals and problem-solve 
challenges.

• Partner with supervisors to provide aligned feedback.

Builds trust and accountability; 
prevents dropouts and 
disengagement.

Barrier Navigation & 
Wraparound Support

• Identify and help address barriers (transportation, childcare, financial hardship, 
mental health).

• Connect youth to local resource networks (schools, nonprofits, workforce boards)

• Track referrals and follow up.

Keeps youth stable and focused; 
improves retention and success 
rates.

Career Pathway Planning • Help youth reflect on what they enjoy and where they excel.

• Provide career exploration resources, labor market info, and introductions to 
mentors.

• Assist in mapping out next steps: training, certification, or job application.

Turns temporary work into a 
bridge toward future employment.

Data & Evaluation • Maintain participation and outcomes data (attendance, skills gained, post-
program next steps).

• Contribute to program evaluation and storytelling (youth quotes, success stories).

Supports continuous improvement 
and funding sustainability.
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CAREER NAVIGATOR GUIDANCE FOR TOWNS (II/II)
IDEAL STAFFING MODEL & OPERATING RHYTHM

Ideal Staffing Model:
Factor Recommended Guideline Notes
Ratio 1 Navigator per 25–40 youth depending on intensity of supports 

needed.
Lower ratios (1:25) for youth with high barriers 
(justice-involved, housing insecure); higher ratios 
(1:40) for structured, low-barrier summer jobs.

Background • Case management, youth development, workforce coaching, or 
counseling experience.

• Lived experience similar to participants is highly valuable.
• Strong understanding of municipal systems and local resources.

Navigators should reflect the community and 
understand both public systems and youth 
realities.

Employment 
Location

Can be based in municipal HR, youth services, or a contracted 
nonprofit partner.

For smaller towns, regional navigators (via 
workforce boards or shared services) may be 
most efficient.

Training Needs Trauma-informed care, motivational interviewing, career navigation 
tools, and local job landscape.

State or workforce board could provide shared 
training modules.

Operating Rhythm: 

Phase Navigator Role
Before Program 
Launch 

Meet with departments to confirm roles and supervision plans; deliver supervisor training, and identify youth supports 
needed.

During Program Weekly youth check-ins, monthly supervisor coordination meetings, coordinate supports and document progress.

After Program Conduct exit interviews, update youth resumes, connect to next opportunities (school, certification, or employment).
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ONBOARDING MATERIALS FOR YOUTH PARTICIPANTS
STANDARD PRESENTATION THAT CAN BE USED TO ONBOARD YOUTH PARTICIPANTS INTO THE PROGRAM

Agenda Item Learning Goals What to Cover
1. Welcome & 
Context

Youth understand why the program exists and 
how they contribute to the community. Youth feel 
this program was made for them.

• Introduce the town’s mission and values.
• Explain the “big picture” of how local government works.
• Share a welcome message from a town leader or youth alum.
• Use visuals and stories showing real municipal employees and past participants.

2. Program 
Overview

Youth know how the program works day-to-day 
and who’s involved.

• Review the program schedule, duration, and locations.
• Introduce supervisors, navigators, and town staff.
• Clarify attendance, dress code, communication expectations.
• Explain pay or stipends, time sheets, and contact procedures.

3. Work Readiness 
& Culture

Youth gain confidence in workplace norms and 
expectations.

• Discuss punctuality, communication, teamwork, and attitude.
• Practice simple interactions: greetings, introductions, asking for help.
• Role-play first-day scenarios.
• Emphasize safety, respect, and inclusion.

4. Supports & 
Success Tools

Youth know who to go to for help and how to 
access available supports.

• Introduce the Career Navigator and their role.
• Explain transportation, meals, and emergency supports.
• Review feedback check-ins, recognition, and progress tracking.
• Provide a “Who to Call for What” handout.

5. Rights, 
Responsibilities & 
Safety

Youth understand their rights and responsibilities 
and feel protected.

• Review basic workplace rights: breaks, pay schedule, reporting concerns.
• Go over safety and harassment policies in plain language.
• Have youth sign a Code of Conduct acknowledgment.

6. Looking Ahead Youth connect this opportunity to their next steps. 
Youth see themselves as part of something 
bigger and worth investing in.

• Show examples of local career pathways or past youth success stories.
• Encourage reflection: “What do you hope to learn or get out of this experience?”
• End with inspiration — a short video, success quote, or community story.
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MEASURE
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MEASURE: ONE TOOL

1 Define Success:  Impact Measurement Framework, including financial and social benefits 
Develop a clear view of what defines success before program launch and regularly pulse the 
data to ensure program is on-track, and/or get early warning signs of where program is of—
track to team can course correct.
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IMPACT MEASUREMENT FRAMEWORK: KEY DIMENSIONS
MEASURE BOTH THE TANGIBLE AND INTANGIBLE IMPACT OF LOCAL YOUTH EMPLOYMENT 

Dimension Purpose Example Metrics Data Sources

Youth Participation 
& Progress

• Track who is served and how 
they advance.

• # youth enrolled, % completing program, # 
returning for next role, # transitioning to 
school/training/employment.

• HR data, attendance logs, 
navigator tracking.

Workplace 
Performance & 
Readiness

• Assess how youth and 
supervisors experience the 
program.

• Supervisor satisfaction, youth confidence, 
punctuality, teamwork, skill growth (rated 1–5).

• Supervisor evaluations, 
youth self-assessments, 
pre/post surveys.

Municipal Service 
Impact

• Measure operational benefits for 
the town.

• Hours of work completed, projects delivered, 
customer service improvements, vacancy 
coverage, reduced overtime.

• Department reports, work 
logs, budget comparisons.

Community Impact • Capture broader civic and social 
effects.

• Beautified spaces, community event participation, 
resident feedback, youth visibility in civic life.

• Community surveys, photo 
stories, testimonials.

Financial ROI • Calculate cost-benefit for the 
town and region.

• Value of services delivered vs. wages paid, 
reduction in temp staffing costs, cost avoidance 
through reduced vacancies.

• Budget data, staff reports, 
project valuations.

Social Return on 
Investment (SROI)

• Estimate the long-term 
community and taxpayer benefit, 
not just to the town but to the 
State and the country 

• Increased earnings & taxes paid by youth; reduced 
public assistance, justice, and unemployment 
costs.

• State datasets, workforce 
board data, longitudinal 
tracking (modeled).
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IMPACT MEASUREMENT FRAMEWORK: TIMING AND TOOLS
CRITICAL TO DEVELOP BASELINE AND SYSTEMATICALLY CHECK PROGRESS

When What to Measure Tool or Method

Before Launch Baseline youth data, readiness surveys, 
department needs. Youth & supervisor pre-surveys, municipal needs scan.

During Program Participation, attendance, feedback, mid-
point check-in. Navigator tracking, quick pulse surveys.

At Completion Outcomes, satisfaction, learning, and impact. Post-surveys, supervisor evaluations, ROI worksheet.

3–6 Months After Follow-up on youth placement, education, or 
retention. Navigator outreach, workforce data match.

12, 24, 36 Months After Follow-up on youth career, education 
outcomes (e.g. GED or college attainment) Navigator outreach
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COMMUNICATE
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COMMUNICATE: FOUR TOOLS

1 Integrate Youth Perspectives into Program Promotion: Youth Insights & Suggestions 
Use youth words and preferences to shape every flyer, social post, and outreach efforts.

2 Engage with Parents:  Parent/Guardian Communication Checklist
Ensure families feel informed, confident, and supported as their young person participates in 
municipal youth employment.

3 Develop Program Launch Materials: Launch Checklist covering press releases, flyers, social 
posts, talking points
Develop multi-channel launch and promotion strategy, anchored in a common narrative.

4 Tell Stories: Templates to Capture and Share Youth Impact Stories.
Develop a standard approach to capturing youth and supervisor stories and start from day 
one.
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YOUTH INSIGHTS AND RECOMMENDATIONS (I/II)
USE YOUTH WORDS AND PREFERENCES TO SHAPE EVERY FLYER, SOCIAL POST, AND OUTREACH EFFORTS 

Y ou t h  In sig ht Y ou t h  Q u ot e s W h a t  Th is  Me a n s  f or  T ow n s P ra ct i ca l  Id e a s  fo r  L a u n c h  Ma t e r ia ls

1. Make It Real — Show 
the Actual Job, Not Just 
the Title

• “It looks good, but I still don’t get 
what that job actually does.”

• “Show me what you do from check-
in to check-out.”

• “Better to talk to people directly 
who are in the job.”

• Avoid jargon and abstract titles.
• Describe the real work in plain 

language.
• Use visuals and storytelling to 

show what the job looks like. 
• Feature real employees or youth 

participants.

• Add “What You’ll Do” (3 bullets) to every flyer.
• Make 30–60 sec “day-in-the-life” TikToks or 

Reels.
• Post photos of actual job sites and teams. 
• Have a youth ambassador speak in the launch 

video.

2. Make It Believable — 
Highlight Benefits That 
Matter

• “I’ve been walking my whole life.”
• “Weekly pay is less stressful… you 

know what to expect.”
• “Good morale, team players.”

• Be transparent about pay, 
schedule, and location.

• Emphasize stability: predictable 
hours, supportive supervisors.

• Show the practical benefits: 
walkable sites, bus passes, 
insurance.

• Add a section: “Why This Job Works for You.”
• Include walkability icons / bus route info.
• Highlight stable hours and weekly pay if 

applicable.
• Show photos of team culture or supervisors.

3. Make It Relatable — 
Use Youth Voices, Not 
Bureaucratic Language

• “It matters when people are 
grateful for your help.”

• “I feel proud when I see the impact 
of my work.”

• “You should start showing us this in 
high school — like 11th grade.”

• Use quotes and testimonials from 
local youth.

• Feature stories of real impact.
• Connect the work to something 

meaningful in the community. 
• Start recruiting in high school 

(grade 10/11).

• Add a “Youth Voices” quote box on flyers.
• Share 15–30 sec youth testimonial clips.
• Show before/after photos for hands-on work.
• Provide materials to school guidance 

counselors.
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YOUTH INSIGHTS AND RECOMMENDATIONS (II/II)
USE YOUTH WORDS AND PREFERENCES TO SHAPE EVERY FLYER, SOCIAL POST, AND OUTREACH EFFORTS 

Y ou t h  In s ig ht Y ou t h  Q u ot e s W h a t  Th is  Me a n s  f or  T ow n s P r a ct i ca l  Id e a s  f o r  L a u n c h  Ma t e r ia ls

4. Make It Visual — 
“Make It Pop”

• “Make it colorful — make it pop!”

• “Blast everywhere: TikTok, 
Instagram…”

• Avoid text-heavy materials.

• Use bright, youth-friendly design.
• Use youth-centered platforms for 

promotion.
• Include QR codes for quick access.

• Use bold colors + icons.

• Create Instagram carousel posts.
• Add QR codes linking to job descriptions.

5. Make It Accessible 
— Clarify Eligibility & 
Demystify City Jobs

• “I didn’t know some jobs were city 
jobs.”

• “I thought you had to be in college 
for a long time.”

• “Where can I apply? What are the 
qualifications?”

• Spell out eligibility clearly. 

• List required documents. 
• Explain application steps in plain 

language. 
• Make sure youth know no degree 

needed for most entry roles.

• Add a simple “Who Can Apply” box.

• Add a 3-step “How to Apply” visual.
• Post application links on social + text 

reminders.
• Provide a checklist of required documents.

6. Make It Human — 
Show You Understand 
Their Real Lives

• “Some people are shy… some are 
loud… support helps you learn how 
to adjust.”

• “I needed the money, food, and to 
be put on the job before I could 
find more opportunities.”

• Use authentic, non-formal tone.

• Acknowledge real barriers 
(transportation, nerves, confidence)

• Emphasize support: training, 
supervision, wraparound services.

• Send the message: “We will help you 
succeed.”

• Use messaging like: “No experience 
required — we’ll teach you.”

• Include wraparound supports (bus passes, 
career navigators).

• Add FAQs addressing common fears.

• Show photos of supervisors interacting 
with youth.

74



PARENT/GUARDIAN COMMUNICATION CHECKLIST
INFORM FAMILIES SO THEY CAN FEEL CONFIDENT AND SUPPORTED AS THEIR YOUNG PERSON PARTICIPATES IN PROGRAM

It em Key  Tas ks 

Build Early 
Trust

❑ Create a clear parent-facing overview of the program (purpose, schedule, expectations, safety).

❑ Use plain-language explanations — avoid government jargon.

❑ Provide materials in multiple languages based on community needs.

❑ Explain the benefits for youth: skills, confidence, pay, supervision, future opportunities.

Enroll & Orient ❑ Send a welcome packet with program details, contacts, and next steps.

❑ Hold a parent/guardian orientation (in-person or virtual) before youth begin.

❑ Allow parents to ask questions openly about safety, transportation, supervision, and pay.

❑ Clarify consent requirements (photo/video, transportation, offsite projects, emergency procedures).

Communicate 
During 
Program

❑ Provide a primary point of contact accessible by phone/text/email.

❑ Share weekly or biweekly updates on schedules, accomplishments, and reminders.

❑ Notify parents promptly about attendance issues, injuries, or escalated concerns.

❑ Communicate expectations positively — frame issues as growth opportunities, not punishments.

Safety, 
Logistics & 
Practical 
Support

❑ Explain transportation plans clearly (bus passes, drop-off points, walking routes).

❑ Share safety protocols for worksites, weather events, and emergency procedures.

❑ Give families guidance on what youth need to bring (lunch, clothing, ID, water).

❑ Let families know where youth will be each day — especially for outdoor or rotating project sites.

Celebrate 
Progress & 
Strengthen 
Relationship 

❑ Send short positive updates (texts, notes, emails) highlighting youth strengths.

❑ Invite families to a celebration or project showcase at the end of the program.

❑ Provide families with a summary of their youth’s progress, skills gained, and next-step opportunities.

❑ Ask for parent/guardian feedback to improve the program for the next cycle.
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LAUNCH CHECKLIST
DEVELOP MULTI-CHANNEL LAUNCH AND PROMOTION STRATEGY, ANCHORED IN A COMMON NARRATIVE

S ect ion P urpose Wha t to Inclu de
1. Core Narrative (Your Why) Create a clear, compelling message that anchors all 

materials.
❑ One-sentence program purpose
❑ Who it serves
❑ Why it matters for youth and the town

2. Key Messages & Talking Points Ensure every town leader, supervisor, and partner describes 
the program consistently.

❑ 5–7 talking points
❑ Benefits to youth & town departments 
❑ Equity & opportunity message

3. Press Release Template Announce the program formally. ❑ Headline, Program overview
❑ Quotes (Mayor, HR, Youth)
❑ Application link & timeline

4. Flyers & One-Page Job Promos Make youth-facing information simple, visual, and 
accessible.

❑ What the job is and what you’ll do (3 bullets)
❑ Pay, hours, location
❑ Eligibility & how to apply, QR code to apply

5. Social Media Posts (Youth-
Friendly)

Reach youth where they actually are: Instagram, TikTok, 
Snapchat.

❑ 1–2 sentence caption that is impact focused
❑ Real images of job sites & people 
❑ Clear call-to-action

6. Visual Assets (Photos & Videos) Make jobs feel REAL, relatable, and achievable. ❑ Day-in-the-life photos
❑ 30–60 sec vertical videos
❑ Testimonials from youth or supervisors

7. Youth-Informed Messaging Tips Integrate insights directly from youth so materials truly 
resonate.

❑ Show real tasks, not job titles 
❑ Make it colorful (“make it pop”) 
❑ Explain pay clearly (weekly vs. biweekly) 
❑ Highlight supportive supervisors

8. Multi-Channel Rollout Plan Ensure consistent reach across schools, community groups, 
and digital platforms.

❑ Schools (grade 10–12) 
❑ Libraries, rec centers, nonprofits
❑ Social platforms, email lists & community partners

9. Tracking & Follow-Up Ensure strong conversion from interest → application → 
onboarding.

❑ QR code tracking
❑ Interest forms 
❑ Reminders & follow-up text messages
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STORYTELLING: GUIDELINES
ETHICAL AND YOUTH-CENTERED STORYTELLING

• Consent first — never use names or photos without permission.

• Celebrate effort — not just achievement.

• Tell stories with youth — not about youth.

• Keep stories strengths-based — not deficit-focused.

• Give youth choice over how they're represented.

• Share stories back with youth before publishing.
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STORYTELLING: YOUTH & SUPERVISOR TEMPLATES
DEVELOP A STANDARD APPROACH TO CAPTURING YOUTH AND SUPERVISOR STORIES AND START FROM DAY ONE

Example: Youth Storytelling Template Example: Supervisor Storytelling Template 
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Youth Name:
Role / Assignment:
Department or Site:
Supervisor:
Date:

1. What were your goals when you joined the program?
(Prompt: “What did you hope to get out of this?”)
2. What kind of work did you do? What was a typical day like?
(Prompt: “Tell us about one thing you worked on that made you proud.”)
3. How did your work make a difference in your community or 
workplace?
(Prompt: “Who benefited from the work you did?”)
4. What is one skill you learned or improved?
(Prompt: communication, staying calm, using tools, talking to 
supervisors, etc.)
5. Who supported you along the way?
(Prompt: “Who pushed you? Helped you stay on track? How?”)
6. What changed for you? What’s next for you?
(Prompt: school goals, career ideas, next steps in municipal pathway.)
7. Youth Quote:
“ ________________________________________________ ”
Photo Notes:
• What photo should accompany this story?
• Who appears in it?
• Is photo permission signed?

Supervisor Name: 
Youth Name:
Role / Assignment:
Department or Site:
Date:

Weekly Prompts:

“This week, this youth learned __________.”

“They stepped up when __________.”

“A moment they were proud of was __________.”

“A skill I saw them building was __________.”

“A community impact moment: __________.”

Towns can collect these as:
• Text messages
• Quick voice memos
• Photo + caption submissions



ADDITIONAL STATE RESOURCES

▪ List of Eligible Training Providers to support young people to get certification while 
employed with the town to enable their continued career growth within the 
municipality: 
https://www1.ctdol.state.ct.us/etc/provider_list.asp?strProvType=area&intArea=1&intAre
atype=4

▪ Create a Municipal Apprenticeship with support from the State: Apprenticeship Work 
Schedules

▪ Create a Regional Sector Partnership with your local WIB for Opportunity Youth in 
Municipal Jobs: https://portal.ct.gov/ows/state-strategy/industry-
leadership?language=en_US

▪ Identify Workforce Pell eligible programs with your local WIB for high-demand 
municipal jobs: https://nationalskillscoalition.org/blog/news/making-workforce-pell-
deliver-for-workers-local-businesses-and-shared-prosperity/
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QUESTIONS OR FEEDBACK ABOUT THIS TOOLKIT

For questions or support, contact hello.ows@ct.gov
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