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executive summary

In October 2008, The Greater Halifax Partnership undertook a research project titled 
the Priority Youth Project renamed Y2E - Linking Youth to Employers as part of a 
larger talent strategy. The project, funded by Service Canada, focused on improving 
the connection between local businesses and priority youth, ultimately building an 
employment framework or model that makes the connection between these two 
disconnected groups. 

Research and framework input has been gathered from local business leaders, service 
providers, educators, government departments and priority youth. Priority youth 
employment barriers, best practices, existing working models, and future opportunities 
were explored through discussion groups, one-on-one interviews, World Cafés, site 
visits, an extensive literature review and internet research.

Three models were developed and presented at a Tri-World Café in June 2009. One 
model received support from participants and, with further review by employers in July 
and all stakeholders in August, has been recommended by the Y2E Steering Committee 
as the framework for Greater Halifax. The recommended framework addresses many 
of the barriers identified by project participants for increased job connection and 
retention. The solution provides connections to services that address workplace partner 
needs; connects youth to suitable quality experiences; builds awareness and buy-in for 
hiring and growing priority youth; coordinates service delivery to support involvement; 
provides the communication link; and creates a system focused on quality and 
continuous improvement for connections between priority youth, employers and local 
job opportunities.

The recommendation is an inclusive Greater Halifax employment framework supported 
by a web-based Community Operating System called VisionLink Community OS. 
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1.0 introduction

1.1 what is the y2e project all about? 

The Greater Halifax Partnership launched the Y2E - Linking Youth to Employers Project 
in October, 2008. We responded to employers who told us they need to connect to new 
labour pools to grow their workforce today and into the future. One thing Halifax has 
is talented people. Many are youth who face barriers to employment. This group is also 
referred to as priority youth. 

Over the past twelve months, the Y2E team and Steering Committee have worked 
with over 245 employers, youth, service providers, and others to build an employment 
framework that will make the business connection between these youth and local 
employers. We’ve researched youth employment challenges and opportunities in 
Greater Halifax, best practices, and models from around the world that successfully 
connect youth to employers. 

1.2 who are priority youth? 

Priority Youth are youth between the ages of 15 and 30 who face one or more challenges 
to finding and keeping suitable employment.  These challenges include: 

•	 High School non-completion 

•	 Low literacy and numeracy levels 

•	 Lack of social supports: family, friends 
	 or community 

•	 Poor self-management and/or 
	 behaviour management abilities 

•	 Homeless or at risk of becoming 
	 homeless 

•	 Visible or ethnic minority 

•	 Social assistance recipients 

•	 Street involvement 

•	 Disability – physical, mental 

•	 Underemployed 

•	 Substance abuse & addictions 

•	 New Immigrant youth 

•	 Justice system involvement 

•	 Reside in rural or remote location 

•	 Lone (single) parent

These youth may face challenges, but when matched with the right services and 
opportunities they thrive in the workplace. They bring energy, new ideas, and valuable 
skills to businesses.
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2.0 process of discovery

2.1 research methods, audience & activities

The target audience for the Y2E project included Sector Councils; large and small 
businesses throughout Greater Halifax; service providers with youth employment 
focused programs; municipal, provincial and federal government bodies; educational 
institutions or organizations providing a learning environment; and priority youth.  
A list of project participants can be found in Appendix A.

Research began with the mobilization of a Steering Committee with representatives 
drawn from industry, community service providers, youth, and government. Founded 
to access partners’ experience, knowledge and local networks, members supported 
the direction of research, assisted with the interpretation of information, made 
recommendations for consultations, and assisted with the model development.  
Over the course of 15 Steering Committee meetings, membership changed to draw 
on the necessary grassroots expertise. Project materials were distributed via a 
communication hub. Members had access to the site to share files, coordinate  
tasks, manage their meeting documents and discuss research topics and findings.  
In addition:

•	 A communications strategy was developed to promote the project and  
	 engage key stakeholders. Promotional and print collateral included project 
	 fact sheets, a flash-drive offering project information, posters, web pages, 
	 and event materials. A final framework visual was developed.

•	 A website was developed and maintained over the life of the project.  
	 Results of research and consultations were regularly posted and a web 
	 based searchable directory was developed to provide a list of service 
	 providers, facilities and services in Greater Halifax as they related to  
	 priority youth. A collaboration site – youth2employers.ning.com – was 
	 created to allow for stakeholder input directly to employment models  
	 and World Café discussion topics. 

•	 A primary research survey was developed and administered to employers,  
	 service providers and youth in order to determine labour concerns, barriers 
	 and challenges as well as attitudes and experiences within each stakeholder 
	 group. The survey results provided the introductory information for detailed 
	 primary consultations.

•	 Secondary research included internet research, phone calls, literature 
	 reviews, site visits and consultations with stakeholders. These provided  
	 an extensive review of youth and employer workplace connections, best 
	 practices, innovative ideas and effective approaches.

•	 Consultations were held with community stakeholders and key employers 
	 experiencing labour shortages in order to determine current issues, 
	 approaches and opportunities for viable solutions. Service providers and  
	 job developers, employment specialists as well as educators were consulted 
	 to determine their current approaches, challenges and recommended 



5

the y2e framework 

	 framework elements. Similarly, youth working with service providers were 
	 consulted during focus groups and a Youth & Employer Forum. Here, youth 
	 had the opportunity to have a voice, raise their concerns and provide input 
	 to the framework ensuring that their needs and priorities were taken into 
	 account and addressed.

•	 A Tri-World Café gathered new and previous project participants. They  
	 were asked to review three model possibilities for the Greater Halifax 
	 framework. In advance of the World Café, participants received a summary 
	 report identifying research to date, trends, challenges, opportunities, best 
	 practices etc. All event participants had access to the Y2E website as well  
	 as the youth2employers.ning.ca collaboration site.

•	 A Final World Café, explored the most effective strategies for making the 
	 workplace connection and supporting priority youth and employers. Details 
	 identified from the Tri-World Café and earlier research elements were drafted 
	 into one employment framework. This final focus group of employers, service 
	 providers and youth provided input into the framework and tools.

•	 The Y2E Framework is Greater Halifax’s Priority Youth Employment strategy 
	 and was constructed reflecting local stakeholders interests and aspirations. 

For a list of research activities, refer to Appendix B.

2.2 research findings & discussion

The good news is that employers want to hire young people. They are looking for the 
vitality, excitement and energy youth bring to the workplace. Youth are equally interested 
in connecting with employers, finding a career path not just a job — they want to 
connect. There is an all-around commitment to better integrate priority youth into the 
workforce. The solution however is not as simple as putting one group in touch with 
another. There are layers to this process.

The barriers youth face in finding and successfully keeping a job are numerous. These 
difficulties can be especially great when typical challenges also include criminal records 
or a lack of education. And if that were not enough, fear of the unknown — a leading 
concern for both employers and young people — adds emotional elements to already 
complicated circumstances. Not surprisingly, many employers and youth struggle to find 
the right opportunity, or hire the right employee.
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connection to information & opportunities

Employers and youth frequently expressed their frustration with the multiple sites, 
information sources and numerous resource centers that they need to visit to access 
information, learn about programs or services, and explore funding opportunities. 
Program eligibility criteria, funding applications and other services applications are 
complex, easily confusing the user. Furthermore, program information and application 
criteria change too frequently for stakeholders to stay informed without a lot of extra 
effort. Youth and employers are looking for a way to reach the right information quickly, 
easily and with minimal phone calls or meetings.  The solution is a tool that makes the 
information accessible, easy to navigate, clears up the confusion and reduces wasted 
effort and time.

“Where are the jobs?” “Where are the youth that want jobs?” These questions were 
voiced time and again by youth ready to take on employment or looking to grow 
professionally, and by employers with positions to fill. For youth, making the connection 
to jobs is elusive. There are many sites and career centers to visit physically as well as 
online. It can be very confusing and difficult to navigate! Remote rural youth, young 
adults with literacy issues, and those unwilling or unable to walk into a job centre are 
just a few of the groups that have difficulty connecting. 

Employers face their own set of challenges. Business has difficulty connecting  
with youth, communicating the benefits and opportunities in their workplaces, dev-
eloping and promoting their youth friendly workplaces. Job posting language can be  
too corporate to attract youth with the focus being on the hard skills and education 
rather than on explaining the soft skills and workplace environment. Posting the jobs 
in order to reach youth and reviewing prospective candidates if they find any, takes 
time, effort and homework. Placing a job posting with one service provider is limiting; 
however, posting online can result in too many responses from unsuitable candidates. 
Small and medium sized businesses in particular face challenges of limited human 
resource personnel dedicated to talent search and recruitment. Employers find the 
whole prospect daunting.

Trends & Best Practices 

Central posting site; job & candidate matching tool; accessible, searchable, 
local job database; e-mail alerts; e-recruitment; community operating system 
applications.

“WHERE ARE THE JOBS? ...WHERE ARE 
	 THE YOUTH THAT WANT JOBS?”
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Access through Service Providers

Currently, the best way to reach priority youth is through service providers and job 
developers. Business recognizes that the service providers are the “gate keepers” for 
the youth. They ensure the youth develop employment and life skills, are supported, and 
are matched with career or development opportunities. Priority youth know that talking 
with a case worker at a local agency can put them in touch with jobs and the training 
they need to be successful. Service providers and job developers are the supporting 
relationships as well as the bridge between priority youth and employers. 

How youth enter the employment and development system can be enhanced with 
increased outreach efforts. What happens afterwards is specific to culture, background 
and community. Community service providers are still the best connection point for 
engaging and developing youth, as well as for connecting with employers in their 
respective areas.

Trends & Best Practices

Flexible online pre-registration for services or programs; clear program/service 
eligibility criteria; online referral to the best provider followed by an on-site 
assessment; searchable online resource directory; collaborative intake and  
client management screens; interactive registration forms with direct feedback; 
e-services including online outreach and counseling; community operating system.

service provider communication & collaboration

Early on, it was clear that the current service provider system of program delivery 
and youth development is a process that works, is dependable, and is the preferred 
conduit for both priority youth and employers who rely on the relationships they 
develop. However, everyone declared that the system needs to be more collaborative to 
coordinate service delivery. It needs to be simple and easy to make connections between 
youth and the best service provider without the complications of misunderstanding 
program funding or eligibility requirements. 

Collaboration between service providers is currently unstructured and based mostly 
on personal relationships. Information is siloed, and relationships with clients and 
employers are guarded. The need for integrated communications between service 
providers, and between service providers and employers, was emphasized by all. 
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The idea of collaborating through a one-stop shop format was enormously supported. 
This approach would facilitate information sharing, coordinate service delivery, resource 
collaboration, build community awareness to a far greater degree and raise the profile 
for core services and programs available to all stakeholders. 

Trends & Best Practices

Shared case management and client tracking; interagency referrals; e-mentoring; 
online counseling for employers and youth; e-learning delivery; skill/gap 
assessments etc; content sharing web constellations; active outreach services; 
accredited service provider network profession.

hiring for soft skills

Contrary to the often expressed frustration on the part of youth that employers will 
not hire them without experience, employers were adamant that they hire for quality, 
dependability and other soft skills rather than focusing solely on job specific skills or 
responsibilities. With the exception of highly technical industries, most employers 
believe job specific skills, or hard skills, can be taught on the job. Across the board, 
young people admitted that they lack important soft skills such as punctuality, time 
management, manners, hygiene, work ethic etc., making the connection to the right 
service provider and available development programs that much more important.

Trends & Best Practices

Employer education; work placement for experiential learning; e-mentoring; youth 
workshops and pre-employment training; mock interviews; social marketing.

growing awareness & promoting youth-friendly workplaces

On the part of employers, it appears that businesses can do more to develop and 
promote their youth friendly workplaces, better communicating wages along with career 
and development opportunities. 

Research shows that job awareness, career pathways, mentoring and internships are 
positive contributions employers can make to the framework that will build relationships 
with youth, as well as increase awareness of their jobs including the workplace culture 
and environment. Educating youth about an industry or local business is an important 
part of the learning curve as they develop their employability skills.  
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Complimenting young people’s learning endeavours are similar efforts on behalf  
of employers to realize the complexities of priority youth lifestyles and barriers. Also, 
increased awareness about the different service provider agencies can be enhanced as 
it is currently limited to those organizations where an employer-partnership already 
exists. Increased awareness opens up access to grassroots experience, knowledge and 
resources for local businesses.

Trends & Best Practices

Business incubator; searchable online job banks with detailed job profiles;  
youth friendly designation; employer participation menu; business open- 
houses connecting learning/training to local opportunities; early involvement  
in workforce development.

hiring employable youth

For employers, the connection to priority youth needs to come after they have received 
employability training to develop the soft skills we mentioned earlier. Service providers 
agreed that launching young people too early in their development only leads to failed 
placements, disillusioned employers and disheartened priority youth. So while youth 
themselves strongly advocated for an inclusive framework that connects everyone 
with job opportunities regardless of their training and development histories, service 
providers and employers asked for access to employable youth and a system to 
recognize development. The job connection point must distinguish youth that have 
participated in training, or shown the initiative to develop employable skills, while not 
excluding youth who have developed outside of formal programs. Badges or certificates 
earned through skill assessments, demonstrated ability, or registered program 
completion, can recognize formal and informal skill development.

Trends & Best Practices

Software for job profiling and matching to youth skills and interests (Profiles XT); 
youth job trials; learning pathways linked to interests (Career Options); single site 
opportunity bank; transitional bridging programs for youth.
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ongoing support

Through stakeholder comments and research, we learned that the critical piece to 
successfully connecting youth with employers is ongoing care and support after the 
client/job match is made. All too often, programs or job matching is seen as the  
end of a cycle or the final achievement in an action plan. 

Long-term support from six months to two years was the recommended timeframe for 
continued contact with a service provider or job developer. Engaging in workshops for 
job retention, counseling and site visits provide support in the face of new challenges, 
rising situations and new learning or job opportunities. Employers also revealed that 
ongoing support is critical to their successful retention of priority youth. They would like 
to know who to contact for questions or information, a guide on how to support priority 
youth in the workplace and even phone calls or visits to sustain relationships with their 
youth case workers. Educating their staff on inclusive workplace cultures and diverse 
staffing structures were additional support elements employers expressed interest in.

Trends & Best Practices

Career Cruising and linking to continuous learning pathways; employer handbook; 
IM instant messaging for online counseling; business liaison officer; teen/employer 
magazine; job retention workshops; staff diversity training.
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3.0 an inclusive y2e framework 
	 for greater halifax

the y2e framework: greater halifax’s priority youth employment 

strategy, is a capacity building strategy aimed at making the 

business connection between priority youth and local employers. 

the framework improves collaboration and communication to 

make the right connections between the right information and 

the right people at the right time.

3.1 the four framework pillars

Strategically, the working solution is a hub of partnerships rather than a body or 
process aligned with one provider, or organization or employer. The Y2E Framework 
strengthens relationships by connecting stakeholders with information, and with each 
other, capitalizing on existing programs and youth development processes. It makes 
connections and increases collaboration.

Four framework pillars are the essential working parts of the recommended inclusive 
framework for Greater Halifax – 1) Connecting People to the Right Information 
and Services, 2) Building Capacity through Collaboration, 3) Linking with the Right 
Opportunities at the Right Time, and 4) Engaging in Ongoing Supportive Relationships 
and Practices. The four pillars are essential to making the business connection between 
priority youth, employers and local jobs. Beyond these are aspects of management/
leadership, administration, accountability and sustainability. 

pillar one: connecting people to the right information and services

Conceptually, it’s all in the name. The One-stop Online Shop (O-SOS) is the entry point 
and the connection centre of the model. 

Inclusive and accessible by all website visitors, the O-SOS brings youth, employers, 
service providers and other stakeholders together in a common location. Rather than 
searching multiple sites and gathering information from many resources, the O-SOS 
has portals for specific user groups, directing them with smart e-services and referrals 
to the service or information matching their needs and interests. 

Building the O-SOS would include integrating external products and data sources. 
Keeping in mind that all project participants complained about the complexity of certain 
websites, of the vast links and sites for looking for information, and most often, of 
their frustration with not knowing what they are missing, smart e-services support the 
searchable O-SOS with an automatic matching and referral function. The function is 
optional and possible with online registration. By filling out a personal or business 
profile (excluding personally sensitive or secure details), automated matching brings 
the right information to the user. Individual needs or wants are matched with the best 
service provider, available local services, eligible programs, funding opportunities,  
and events that he or she may or may not be aware of. Registrants receive notice of  
any needs or interest matches, are directed to the appropriate service provider, and  

ONLINE SHOP
ONE STOP
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that provider subsequently receives a notice of referral for follow-up. Referrals to 
service providers and other partners are key for building essential relationships.  
These experts in the field provide subject matter expertise and assistance in com- 
pleting the registration processes and online assessments.

Links or bridges to information resources can include Labour Market Information, 
skill or interest assessments, skills building exercises, essential skills resources, 
establishing ID’s and financials, templates, examples of cover letters and resumes, lists 
of events by community, newsletters and blogs on skills pieces such as strengthening 
communications and time management. Registrants also have access to member news, 
workshops, interactive exercises and asset mapping services. These are just a few 
examples of the kinds of information to be found on the O-SOS. 

In essence, the O-SOS brings the right information to the user and makes the smart 
referral for the best connection. There is hidden value in adding smart e-services, 
connecting users to information in a proactive way, and increasingly making users aware 
of new opportunities as they arise.

pillar two: building capacity through collaboration 

Connecting service providers, job developers, and networks provides community 
specific grassroots, in-depth knowledge & expertise to both employers and youth. 
There are many different categories of priority youth and various communities. Youth 
are currently being reached by the agencies that serve them best, match their cultures, 
understand their traditions, and can guide their development through action plans and 
programs that work for them.  

Having said that, there is a future vision. Service Providers envision working 
collaboratively to best serve all youth by improving communication and collaboration 
between agencies throughout Greater Halifax. Specifically, the goal is to find a way to 
become more aware of other agency’s programs and services, collaborate to achieve 
common goals and share new information while it is still current and relevant.

Developing a Community Operating System will enable interagency case management 
and referral. Service providers will be able to coordinate service delivery – share cases, 
refer youth to programs that best meet their needs, clarify eligibility criteria and pool 
program seats, which would result in steady program intake and increased program 
outreach and impact. Youth would be reached earlier in their development thereby 
avoiding delays in employability training and connecting to employers and their jobs 
sooner. 

Using VisionLink’s Community OS Software, interagency collaboration (referral and case 
management) would be voluntary and would likely develop over time. 
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pillar three: linking to the right opportunities at the right time

The searchable Opportunity Bank would be inclusive and open to everyone who 
registers. Registered youth and employers connect through a searchable database, 
or if the registrants prefer, through a matching service. Matches and compatibilities 
are made based on skill, interests and available opportunities. The matching would 
be sophisticated and automated. Service providers would receive notifications, and in 
concert with the employer, confirm that the match is a good fit and set-up interviews. 

The bank would include job videos to raise youth awareness about potential careers and 
local businesses; event postings; a participation menu for employers; opportunity for 
e-mentoring; youth friendly designation for business; youth development certification; 
and marketing opportunities for business. 

Opportunities are not restricted to posted jobs or careers. Youth and employers also 
connect for job experiences through job shadows, internships, apprenticeship positions 
and other opportunities for work experience they would like to participate in. Online 
participation menus proactively display just how involved an employer can be in 
offering job experiences at their workplaces. Employer pre-selection from the menu of 
options allows youth and service providers to feel confident about connecting with that 
employer, reduces search time and delays, secures work placement experiences sooner, 
and relieves the employer from time consuming solicitations. 

The Opportunity Bank within the Y2E Framework addresses youth’s concern for 
connecting with youth friendly businesses by encouraging businesses to register for 
“youth friendly” designation which would be posted to their jobs or online business 
profiles. Similarly, employers seeking qualified or employable youth would be satisfied 
with certification notices youth post to their resumes or online profiles demonstrating 
that they have completed development programs and achieved a recognized state  
of employability. 

It’s not just about making a job match though. Employers are as concerned about 
workplace cultural fit as they are about attitude, punctuality and communication. 
Specific skills sets can be taught while personality, work styles, interests and attitudes 
cannot. The latter are also significant in the successful placement of any job candidate. 
Job assessments conducted through a system such as Profiles XT, determine which 
skills are required for a particular job, and how successful a candidate may be based 
on their work styles and job preferences.  Employers can view candidate strengths and 
when reviewed together with job assessments, they can see where candidates may need 
extra training or skill development, and where they’d best fit within their company. 

Similarly, skill assessments and work style assessments for priority youth indicate how 
they work best, what motivates them and what work preferences they have. The results 
can be used to match their results with a job that needs those strengths. Additional 
benefits for priority youth is that the assessment matches their profile, interest and  
work styles with local job opportunities as well as identifying future career paths in 
areas or industries they may not have thought of. Furthermore, priority youth receive 

the opportunity bank 

is the actual point of 

connection between youth, 

employers and local jobs. 

Using smart software and 

e-services, the bank:

•	 Facilitates the right match

•	 Takes away some of the 

	 homework associated 

	 with recruitment but does 

	 not eliminate the physical 

	 interview process

•	 Provides a service 

	 provider with job 

	 opportunity referrals 

	 that could meet their 

	 youth’s interest, stage 

	 of development and 

	 employability.
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information about education pathways for these careers and job matches. These are  
all linked with the National Occupation Codes to provide information on the education 
and skills required for each career option.

Using Profiles XT puts the right candidate in the best job for them, matching their skills 
and their interests. It is all about making the right fit using the specific information for 
each individual, company or organization. Profiles XT is currently used by employers in 
Halifax and with great success!

pillar four: long-term supportive relationships and practices 

Youth and employers told us they need ongoing support to address any challenges that 
might come up after they are matched as well as to act on opportunities. Employers 
were determined that the framework be responsive, efficient and connected. 

Adding online counseling to traditional practices allows employers to stay connected 
with the service provider without having to leave their businesses, make appointments 
and step away from daily operations. Efficiency and connection with a key support 
person strengthens relationships, building confidence in the positive outcome of 
engaging priority youth in the workplace. 

Youth and service providers also liked the support available through online counseling. 
While both recognized the magnitude and importance of “on-the-job support”, as a 
rule youth do not want case workers visiting their workplace. The stigma attached with 
receiving a visit, the broken flow to the workday and the sense of independence youth 
want to retain, are supported better through online counseling. This option could be 
available for those youth and service providers who prefer to engage this way after the 
job connection is made. This is not to say that site visits could not occur, but the option 
could be determined on an individual case-by-case basis. 

Periodic follow-up to talk about job experiences and satisfaction mean that the youth 
and case worker continue to communicate and maintain their relationship. Needless 
to say, the online communication or counseling means that communication is ongoing 
and that support is connected and continuous. Employers and youth don’t have to wait 
for site visits, physical interviews or face-to-face communication to access support. 
Youth were clear that while they want ongoing support, they don’t want to be hand-held 
all the time. They value their growth and independence. They want to shine for their 
successes, realize their accomplishments, and be recognized for succeeding in their 
efforts. The support piece of the model is developed to again be personal, individualized 
and customized to the business, youth and agencies involved in any given combination 
or job match.
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Throughout the research, employers identified a need for a key contact person and 
a guidebook outlining who they can call for questions, problem solving action, and 
information referral. They would also like support with determining who the best 
person is to talk to about further youth and employer development, and identifying 
opportunities for training their existing staff to be accepting of new labour resources. 

Ongoing employer support through service providers and perhaps a business liaison 
within the Operations and Administrative Team (OAT) would go a long way to ensuring 
that the employer and youth match is successful. 

3.2 the tool – delivering the framework 

The connection or technology solution is web-based, publicly accessible and able to 
handle large volumes of users simultaneously. It can integrate existing databases and 
sites, is automated with the capacity to manage stakeholder profiles, and is robust in its 
reporting capacity for various business, government and community stakeholders.

The overall objective is to provide a single point of access to the Y2E Framework, group 
specific information, integrate sites, provide user friendly portals, build integrated data 
links and measurements of success. 

The primary focus of applying this tool is to provide a one-stop information hub; 
connect community resources and build collaborative networks; allow for interagency 
referral; enable online case management; provide asset mapping; and, coordinate client 
services.

As a central community operating system, VisionLink’s software allows for:

•	 central repository of resources  
	 and services

•	 private and public, and filtered  
	 access, to collected data/information 
	 and resources

•	 community wide reporting

•	 agency specific reporting

•	 tracked costs and values

•	 batch editing and adding

•	 update reminders

•	 asset mapping 

•	 content management

•	 integration – sites and data

•	 user specific portals

•	 user referrals and notifications

 

visionlink community os 

The connecting software 

is a tool that enables 

interagency and multi-

stakeholder collaboration.  

By using online software 

applications, agencies, 

business organizations 

and other stakeholders 

can bridge the gaps and 

create strong, responsive 

partnerships.
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4.0 leadership, accountability & funding

from a management perspective, the model or framework for 

halifax and the technology that supports it is extremely 

flexible so that the solution works the way halifax youth, 

businesses, agencies and service providers operate. the solution 

is comprehensive enough to meet today’s needs, and make today’s 

connections while having the elasticity to evolve and adjust for 

tomorrow. it is easy to use without technical expertise and is 

inclusive to all stakeholder groups.

4.1 Leadership & Oversight 

The Link Team is the management or leadership body and is a concept based on the 
Greater Halifax Partnership’s own SmartBusiness Action Team. The Link Team, made up 
of dedicated business and community members, are the People Who Drive and Champion 
the Framework. The Link Team is the forward thinking, action oriented body, made-up of 
government, business, sector councils, educators, service providers, youth and other 
key stakeholders. Coming together, this team of professionals combines the knowledge 
and expertise of its members to solve challenges – such as long-term sustainability, act 
on opportunities – such as potential partnerships, and promote the model throughout 
Greater Halifax. Members act as the referral, or communicator, for their industry, 
sector or professional background. This team answers questions, directs research, 
requests resources, petitions government, lobbies for action. Ultimately, this team 
drives, champions, coordinates and keeps the model or framework current, relevant and 
responsive. It focuses and promotes Halifax’s priority youth employment connection.

This group of teamed professionals:

•	 is connected through the community 
	 operating system for communication, 
	 collaboration and referral 

•	 oversees the activities of the 
	 Operations & Administration Team

•	 builds partnerships

•	 promotes or champions the model

•	 champions interagency networking  
	 and collaboration

•	 celebrates framework successes

•	 proactively responds to referrals and 
	 acts to resolve issues

•	 explores issues and options

•	 acts on common needs and goals  
	 as they emerge from the collective 
	 network of stakeholders

•	 sources and secures funding  
	 for continued operations and 
	 administration

link team

A leadership team which  

provides direction, oversight, 

advocates, sets goals, plans  

and secures funding, establi-

shes benchmarks, oversees 

evaluations and activities and 

disseminates information etc. 

The team brings stakeholders 

together around issues of 

common concern and helps  

the community build, maintain 

and enhance the framework.
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4.2 operations & administration

Dedicated staff and resources operating at a physical site make the model operate  
the way stakeholders designed and envisioned it would. Reporting to the Link Team,  
the Operations and Administration Team (OAT) are the action takers maintaining the 
model functions and processes while administering the elements of the community 
operating system. 

The primary functions of this body include:

•	 Operations and administration - managing the budget; producing policies  
	 and procedures, “how-to” guides, reports; and maintaining the database for  
	 the One-Stop Online Shop.

•	 Research and evaluation - conducting research, monitoring, and evaluating results 
	 to measure outcomes and demonstrate success. Regularly review efforts and share 
	 information and strategies with other intermediaries.

•	 Marketing and Communication – providing the Link Team and other stakeholders  
	 with materials to promote the model; organizing events, social marketing, etc.

•	 Business Case Management – acting as the liaison between employers and service 
	 providers or job developers. 

Run with the efficiency of business and accountable to measurable outcomes, OAT 
provides the evidence that the model is working to make the business connection 
between priority youth and employers in Greater Halifax. 

4.3 measuring & reporting framework success

The VisionLink Community OS software records resource and client data, making it 
available for analysis, reporting and measuring successes. The software allows users 
to identify trends and opportunities, realize gaps and enhance operations through 
demonstrated areas of operational or functional improvement of the collective system 
or individual agencies and operations.

VisionLink’s Community OS software tracks usage or changes over time and over 
geography; documents user flow; tracks referrals; coordinates services; manages 
multi-agency clients; and reports on all of this and more using real time analytics. 
The Operations & Administration Team can build dashboard charts and narratives for 
real-time reports on specific data for funders, stakeholders, government groups or 
other interested parties. Reports are flexible, display real time results, are automatically 
updated and can be immediately posted. Users themselves can generate their own 
reports pulling together the information they are most interested in. 

the operations & 

administration team (oat)

Intermediary Operations 

& Administration Team 

(OAT) acts as the frame-

work umbrella agency, 

an impartial broker and 

convener, and reports to 

the Link Team (oversight 

committee). Primary 

functions include:

•	 Operations and 

	 administration

•	 Maintaining efficiencies

•	 Conducting research

•	 Marketing and promotions

•	 Evaluating effectiveness  

	 and measuring impact

•	 Communicating successes

•	 Providing dedicated staff 

	 and resources
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5.0 framework funding 

Although challenging, securing funding for this groundbreaking framework is entirely 
achievable! The enormity of the framework startup activities requires considerable 
venture capital but once implemented, the cost of operating and maintaining the 
framework drops significantly.

The following four funding options were proposed during the course of research. These 
options will be explored further in the business case and a final recommendation will be 
made for framework development and sustainability.

government funding = municipal grants, provincial grants, federal sponsorship.

private = business investment, memberships, user pay, fundraising, consultation
	 work, in-kind contributions,  framework revenue generating services.

5.1 government + private revenue

•	 Government grant provides the Framework venture capital. This is a  
	 one-time contribution to design, develop and implement the Framework. 

•	 Government funding initially supports the Operations & Administration Team 
	 (OAT), supplying capital for staff salaries and office location. Responsibility shifts  
    over time, and funding for the operations comes from private revenue streams and  
	 similar funding resources, 

•	 Link Team members “buy-in” with financial contribution. Youth contribution is 
	 in-kind through their involvement and support of time, participation and engaging 
	 new stakeholders. Other private funding activities support framework operation  
	 and maintenance.

5.2 government revenue

•	 Government grant provides the Framework venture capital. This is a one-time 
	 contribution to design, develop and implement the Framework. 

•	 Government grants pay for the OAT, physical office space, and framework   
    operational activities. Continued funding is secured through project contracts  
    and demonstrated framework successes.

•	 Private revenue generating services and in-kind support from partners provides  
	 some additional resources to supplement government funding.

framework venture capital

framework venture capital

operations & 
 maintenance capital

operations & 
 maintenance capital

framework staff & office capital

framework staff & office capital
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5.3 government revenue supplemented with some private funding

•	 Government grant provides the Framework venture capital. This is a one-time 
	 contribution to design, develop and implement the Framework. 

•	 Municipal or provincial funding sustains the operational activities budget. Continued 
	 funding is secured through project contracts and demonstrated framework successes.

•	 Private revenue generating services and in-kind support from partners supplement 
	 government core funding.

•	 Virtual operation and administration is provided through volunteer committees 
	 mandated to perform Link Team and OAT activities. This includes provide the 	
    technical support, public relations & promotion, stakeholder relations, funding      
    and sustainability, and administrative & reporting functions. Goals are accomplished  
    through these working committees. There is a small volunteer core staff.

5.4  private revenue + government project funding

•	 Business investment and partners provide Framework venture capital. This is a  
	 one-time contribution to design, develop and implement the Framework. 

•	 Municipal funding sustains the operational activities budget demonstrating local 
	 political support for the framework and business investment. Project applications  
	 for continued funding are achieved with demonstrated framework successes. 

•	 Private revenue generating services and in-kind support from partners fund 
	 operations & maintenance activities.

framework venture capital

framework venture capital

operations & 
 maintenance capital

operations & 
 maintenance capital

framework staff & office capital

framework staff & office capital



20

the y2e framework 

6.0 wrapping up ... looking ahead

The Y2E Framework is Greater Halifax’s Priority Youth Employment Strategy. It 
recognizes that many community partners and businesses have the ideas, desire and 
potential to forge strong partnerships and implement job creation/connection reforms, 
but few have the human or financial resources to drive and support such agendas. 
Using the dynamics of technology rooted in collaborative community systems, the Y2E 
Framework extends the reach of service providers, connects employers and youth with 
resources and each other and ensures measureable, accountable results.

The inclusive model, built over the past 12 months, meets critical success elements.  
The Y2E Framework:

•	 Provides access to information for all groups

•	 Improves outreach for all groups

•	 Connects employers, their jobs and priority youth

•	 Assesses youth and employer matches for the right fit 

•	 Supports the connection between an employer and the youth they hire to ensure  
	 the connection is sustained, improving retention rates

•	 Respects the existing relationships between employers and service providers as  
	 well as youth and service providers

•	 Recognizes that what is working does not need to change but that it can be enhanced

•	 Provides accountability and reporting to demonstrate a successful,  
	 working framework

•	 Provides dedicated staff and resources for sustainable operations and administration

•	 Enables interagency referral, communication and collaboration

•	 Assembles a team of focused leadership and dedicated professionals who can build 
	 on a future vision and new opportunities as they become available

•	 Engages employers in workforce development

The future for Greater Halifax’s Y2E Framework depends on the receipt of funding for 
venture capital and securing champions in the community. Business, service providers 
and participating stakeholders are demonstrating a keen interest and desire to see  
the framework established. 

Through the Y2E Framework, employers and youth can achieve increased recruitment, 
better retention rates, improved career growth and stronger business operations 
effectively addressing growing labour shortages. Success is achieved with access to 
the right information; connecting with the right agency, group or opportunity; receiving 
ongoing support; building workplace and industry awareness or understanding; 
recognizing the issues and challenges of engaging and retaining priority youth; and 
nurturing supportive relationships. 
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appendix a : y2e project participants

employers 

1	 Advanced Precision

2	 Aecon Atlantic Group

3	 Affirmative Industries

4	 AML Communications

5	 AP Reid 

6	 Association of Industry  
	 Sector Councils

7	 Automotive HR Sector  
	 Council of Nova Scotia

8	 Black Business Initiative

9	 Blue Ocean

10	 Canadian Tire

11	 Casino Nova Scotia 

12	 Carpenter Millwright  
	 Trades College

13	 Clearwater Seafood  
	 Limited Partnership

14	 Convergys   
	 Recruitment Manager

15	 Convergys – 
	 Management Team

16	 Cornerstone Strategies 

17	 Delta Hotels

18	 Dollar Store

19	 Drake International

20	 Department of National Defense

21	 EHS : Emergency Health Services

22	 Enterprise Rent a Car

23	 Flip

24	 Forestry Sector Council 

25	 GoverNEXT 

26	 HMS Host   
	 Stanfield International Airport 

27	 Halifax International Airport Authority

28	 Halifax Marriott Harbourfront

29	 Halifax Regional Municipality 

30	 Halifax Regional Police

31	 Helly Hanson Canada Ltd.

32	 Hiring Smart 

33	 IMP Aerospace

34	 Irving Oil

35	 James MacDonald Construction  
	 & Small Equipment

36	 Keane 

37	 Kelly Services

38	 Lake City Employment Services

39	 MacPhee Pontiac

40	Main Street Dartmouth & Area 
	 Business Improvement Association

41	 Millennium Safety and Driving 
	 Academy/ Foundation Career  
	 College (Trucking Industry)

42	 Municipal Group of Companies 
	 (Dexter Construction)
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43	 Northwood 

44	 Nova Scotia Boatbuilders  
	 Association (NSBA)

45	 Nova Scotia Liquor Corporation 

46	 Nova Scotia Public Service 
	 Commission / GoverNEXT

47	 Nova Scotia Tourism  
	 Human Resource

48	 NSCC

49	 Pauline’s Beauty Care  
	 and Boutique

50	 Peapell & Associates

51	 People Bank

52	 Pier 21 

53	 Prince George Hotel 

54	 Research in Motion (RIM)

55	 Royal Bank of Canada

56	 Scotiabank

57	 Spryfield and District  
	 Business Commission

58	 T4G – Future Focus Foundation

59	 Talentlogix

60	Teens Now Talk 

61	 Trade Centre Limited 

62	 Transcontinental

63	 Trucking Human Resource  
	 Sector Council

64	 Westin Nova Scotia

65	 Write Focus

66	Youth LIVE 

 

service providers, government, educators

1	 Access to Community Education  
	 and Employment Program (ACEE)

2	 ACOA

3	 Black Business Initiative

4	 Centre for Entrepreneurship  
	 Education and Development 

i	 Employability Project

ii	 Second Chance

5	 Chebucto Communities  
	 Development Association

6	 Community Health Cobequid Centre 

7	 Connections Clubhouse

8	 Cunard Learning Centre

9	 Dartmouth Work Activity Society

10	 Emergency Services Achievement  
     Program (ESAP)

11	 FutureWorx

12	 Halifax Youth Attendance Centre

13	 Halifax Regional School Board 



A

the y2e framework 

14	 Halifax Regional Police  - Youth LIVE

15	 HRM 

i	 Community Recreation

ii	  Participant Relations Coordinator

iii	 Youth Advocate Program

16	 Heartwood Centre for Community 
	 Youth Development

i	 YouthScape

17	 Home Bridge Youth Care Society

18	 Job Junction

19	 Job Search Services

20	 Junior Achievement Nova Scotia

21	 Laing House

22	 Leave Out Violence (LOVE)

23	 Mi’kmaq Native Friendship Centre

24	 MISA & HILC 

25	 Native Council of Nova Scotia

i	 APTEC

26	 NSCC – School of Business

27	 NS Labour and Workforce 
	 Development

i	 Labour Market Partnerships

ii	 Invest in Youth

28	 NS Department of Community Services

i	  Employment Support Service

ii	  Child & Youth Strategy

iii	 Central Region

iv	 Sackville

29	 NS Department of Education 

i	  Skills and Learning 

ii	  Student Services Division

iii	 Youth Pathways and Transitions

30	 NS Department of Justice  
	 Restorative Justice

31	 Nova Scotia Sea School

32	 Parker Street Food Bank

33	 Phoenix Youth Programs (PLEC)

34	 Pier 21 – Welcome Home to  
	 Canada Program

35	 Ridgecliff Middle School

36	 Saint Mary’s University

i	 Skills Link 

ii	  Work Smarts

37	 Single Parent Centre

38	 Spring Garden Road Association

39	 Spryfield Employment  
	 Development Office

40	St. George’s Youth Net 

41	 TEAM Work Cooperative

42	 Waterville Youth Detention Facility 

43	 WorkBridge

44	 YMCA

i	  Enterprise Centre 

ii	  YMOVE

45	 Youth on the Move Teen Centre

46	 Veith Street Gallery Studio Association
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1	 ACEE  
	 (8 individuals)

2	 Cole Harbour High  
	 (10 Individuals)

3	 Connections Clubhouse  
	 (2 individuals)

4	 DND  
	 (3 individuals)

5	 Dartmouth Work Activity Society  
	 (3 individuals)

6	 ESAP  
	 (8 individuals)

7	 FutureWorx   
	 (3 individuals)

8	 Laing House  
	 (3 individuals)

9	 Leave Out Violence (LOVE)  
	 (2 individuals)

10	 Mi’kmaq Friendship Center  
	 (1 individual)

11	 Phoenix Youth Programs  
	 (4 individuals)

12	 Pier 21 Welcome Home to  
	 Canada Program (6 individuals)

13	 Saint Mary’s Skills Link  
	 (7 individuals)

14	 Second Chance  
	 (3 individuals)

15	 Self-referral  
	 (5 individuals)

16	 YMOVE  
	 (1 individual)

17	 YMCA Enterprise Centre  
	 (5 individuals)

18	 Youth Employability Project /  
	 Second Chance (12 individuals)

19	 Youth LIVE  
	 (2 individuals)

20	 Youth/Employer Forum  
	 (30 youth participants)

21	 Tri-world Café  
	 (22 youth participants)

22	 Final World Café  
	 (3 youth participants)

Total = 143 youth

(Due to anonymity during primary research 
consultations, approximately 15 youth are 
repeat contacts.)  

APPENDIX A Note: 

Business and service provider organizations were actively involved in numerous 

events and often sent multiple representatives. However, agency and organization 

involvement was counted only once for overall project participation.

youth
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appendix b: project activity/events chart

activity/event purpose outcome

primary research

Initial One-on-One Meetings and 
Primary Research Survey

Current situation overview:

•	 Labour concerns
•	 Barriers & challenges
•	 Attitudes & experiences
•	 Transitional issues
•	 Recruitment/retention 
	 strategies
•	 Success factors
•	 Recommended  
	 framework elements

Primary Research Report

secondary research

Internet Search 
Literature Review

•	 Best Practices Review
•	 Current activities
•	 Solutions and concepts

Project Bibliography

Focus Groups: 
Employer 
Service Provider 
Youth

•	 Assess model elements and 
	 solutions to barriers identified 
	 during primary research.
•	 Continue to identify barriers, 
	 challenges, opportunities, best 
	 practices etc.
•	 Make recommendations  
	 for model elements and 
	 connections.

Build Framework elements for 
discussion at World Cafés

World Café  
Employers & Service Providers

Identify collaborative oppor-
tunities, complete asset inventory, 
networking and cooperation 
to support youth services & 
employment in Greater Halifax

Build Framework elements for 
discussion at World Cafés

World Café: 
Youth & Employers

Discuss opportunities and 
strategies for connecting youth 
with jobs in Greater Halifax

Build Framework elements for 
discussion at World Cafés
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activity/event purpose outcome

Site Visits •	 Solicit comment & feedback 
	 on identified barriers, challenges 
	 and opportunities gathered 
	 during primary and secondary 
	 research activities
•	 Best practices identified
•	 Elements of framework validated

Adjustments made for  
Tri-World Café event

Site visits:

•	 Digby-Clare Community Business 
	 development Centre
•	 NS Sea School
•	 Ontario Association of Youth 
	 Employment Centers
•	 Operation Deep Reach
•	 Valley African Nova Scotian 
	 Development Association
•	 Youth Works
•	 Youth Employment Services
•	 The Partnership to Advance  
	 Youth Employment
•	 MacDonald Construction  
	 & Excavating

Tri-World Café All stakeholders participate in 
the review & discussion of three 
recommended employment models

Model Review - selection of ess-
ential elements and framework 
design features

Employer Consultation Assessment of strengths and 
weaknesses of final framework 
from a business perspective

Adjustments to recommended 
framework for Final World Café 

Final World Café All stakeholders participate in 
the review of final recommended 
modeland tool application

Review and comments on 
recommended model and tool, 
determine level of participant  
buy-in, identified areas of high  
risk and high opportunity.
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