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The National Youth Development Learning Network
(NYDLN) is a project of the National Collaboration for Yo u t h
(NCY), a coalition of youth-serving agencies that collectively
serves more than 40 million youth, employs over 100,000 paid
s t a ff and utilizes more than six million volunteers.
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Recruitment
Hiring individuals who are committed and passionate about working with young people is vital to
positive outcomes for the futures of youth, families, communities and the nation.1 By being
deliberate, creating strategies for recruitment, and putting time, money, and energy into securing 
the right candidates, organizations are finding they can recruit and often retain staff more effectively
and achieve the diversity and quality they need. What follows are a few examples of what local
organizations are doing to recruit frontline youth workers and avoid constant staff turnovers.  
This is the second edition on Recruitment.  For the first please go to:
http://www.nydic.org/nydic/documents/Prof_Series_2_3-19.pdf.

Studies show that a perception of compatibility between individuals, co-workers and the work
environment positively affects work-related behaviors and outcomes.2 Consistent with this research,
youth service organizations report that some of their most effective employees are those who were
recruited by staff members. As a result, many agencies provide incentives to encourage existing staff
to recruit new workers. In addition, organizations are finding that offering current workers an
incentive to return during the next season is an effective recruitment and retention strategy.

Offer a Finder’s Fee: Camp Fire USAAlaska Council pays part-time workers a fee for referring
individuals to the agency—$100 at hiring date and $50 after six
months of employment. Not only does the agency receive help in
recruiting good staff, but the work environment potentially becomes
cohesive more quickly because staff are already familiar with the
individuals with whom they are working. Similarly, Westside YMCA
believes that qualified and competent staff members tend to have
friends whose background and work ethic are similar to their own. In
an effort to hire “like-minded” staff, the organization offers a $50
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M. A. Hogg & D. J. Terry (Eds.), (pp. 1-12). Philadelphia, PA: Psychology Press.



incentive to current staff members who refer job
candidates. When such individuals are hired and
again once they have worked for 90 days, the
referring staff members receive an additional
$25 referral incentive.

Offer a Return Incentive: Since many of
Westside YMCA’s camp, aquatics and after-
school programs are seasonal, the agency’s
hiring efforts often focus on college students
who might be looking for jobs during their
breaks from school. At the end of each program
cycle, staff members are offered a $25 incentive
to return for the next one an additional $25 after
90 days. Having staff return provides the
organization with leadership and program
continuity. It also reduces the time and cost of
having to recruit, hire and train new workers for
each program cycle. At Westside YMCA, the
return incentive resulted in an 85% staff
retention rate over the last five years.

Partner with Colleges and Universities:
The YMCA of Greater Seattle has found that
building strong relationships with local colleges
and universities helps them recruit frontline
youth workers. At the University of Washington,
for example the YMCA teen leadership director
teaches seminars on positive youth development
and practical youth development skills. As a
part of the course, students work in YMCA
programs to practice the very skills and
techniques upon which the seminars focus. 
The YMCA feels that by providing intensive
training experiences and manageable field work
tasks, they are increasing students’ interest in
becoming full-time youth workers. 
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WHAT IS THE PROFESSIONAL
DEVELOPMENT SERIES?
“Through its extensive experience in the field, the Casey
Foundation has found that a stable, prepared, and motivated
human services workforce yields real reform 
and better results for children and families.”

The Annie E. Casey Foundation 
Human Services Workforce Initiative

Any org a n i z a t i o n ’s ability to make a difference in a yo u n g
p e r s o n ’s life is dependent upon the people in that org a n i z a t i o n .
Success re q u i res dedicated, skilled and cre a t ive people able to
lead organizations, manage and implement high-quality
p rograms.  The P rofessional Development Series e x p l o re s
p romising strategies in youth development designed to
further attract, develop and retain youth deve l o p m e n t
wo r kers.  The publications are short, 4-page snapshots 
of work being done in the fo l l owing are a s :

• Competencies
http://www.nydic.org/nydic/documents/Competencies.pdf

• Training and Training Approval Systems 
(Pre-Service, In Service)

• Blended Learning
http://www.nydic.org/nydic/documents/Prof_Series_ENews_4.
pdf#4%20REV.pdf

• Mentoring
http://www.nydic.org/nydic/documents/Prof_Series_ENews3.pdf

• Recruitment 

• Recruitment and Selection
http://www.nydic.org/nydic/documents/Prof_Series_2_3-19.pdf 

• Professional Associations
http://www.nydic.org/nydic/staffing/profdevelopment/
documents/ProfessionalAssociations.pdf

• Program Standards

• Career Development 
(Registry, Portfolio, Career Opportunities)

• C e r t i ficates, Credentials, Degre e s
http://www.nydic.org/nydic/documents/Prof_Series_ENews_5.
pdf#5.pdf

• Recognition

• Compensation and Benefits

• Retention

• Resources for Professional Development



Engage Youth as Leaders: Girls Inc. of the Central Coast believes that inviting school-aged girls to
participate in a youth leadership program is their best recruitment strategy. All girls who become
paid staff for Girls Inc. of the Central Coast begin as participants in the high school leadership
program. The organization begins by asking the schools to refer promising candidates.  The ten-
month-long leadership program, led by program graduates in partnership with adult volunteers,
teaches the girls leadership and public speaking skills. When they complete the program, they are
eligible to apply for a position as a Youth Leader or a Teen Teaching Team member. Generally, 15 to
25 girls are hired each year as program facilitators. They are given ample opportunities to make
decisions and participate in the planning and implementation of the agency’s elementary, middle,
and high school initiatives.  

Capitalize on Te c h n o l o g y: The internet has become a major force in recruiting potential staff .
Due to its far-reaching power, posting jobs on a website provides organizations with a larger pool
of potential applicants.  A number of organizations now have their own online job posting.  The
National Youth Development Information Center (nydic.org) specifically posts youth development
positions.  Sites like the National Assembly (nassembly.org) post for the broader non-profit human
services field while individuals who access the Idealist.org site can search for desired job, internship
or volunteer opportunities in a variety of ways (e.g., by organization, geographic location, type of
youth work desired) and can create profiles that generate automatic job announcements daily.

Nationwide demographics continue to change dramatically, and as they do it becomes increasingly
imperative for youth development agencies to reflect the ethnic makeup of their communities. This
will clearly convey to youth and the agency’s community a commitment to all youth.   Furthermore,
research has shown that linguistic and cultural competency is equal in importance to other skills
required of youth workers.3

Recruit for Diversity: Recruiting high-quality staff who are fully reflective of the diversity of the
youth being served can be an important part of program success. Public Allies considers young
people from diverse backgrounds to be assets in their communities. They are committed to
developing indigenous leadership in the communities and neighborhoods they serve, and to
providing qualified candidates with paid apprenticeships at community organizations. Through
Public Allies, interested young adults apply to participate in a ten-month AmeriCorps experience.
Public Allies screens applicants, choosing the best 25 to participate as “Allies” in their program,
and then brings together the Allies and such sponsoring organizations as Big Brothers Big Sisters of
Greater Cincinnati. The interview process allows the sponsoring organizations and the Allies to
interview each other—a process designed to result in a “mutual choice.”  The cost of compensating
Allies is split by the sponsoring organization and Americorp. This experience has led some Allies to
become full-time youth workers and others to advocate for policy change in their communities.
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3  Beacon Workforce Study (2005). Available at: http://www.sfbeacon.org/resources/tools.html



When exploring issues related to staff it becomes evident that good recruitment strategies are a
critical first step for successful retention of qualified and competent youth workers. As such, a
synergistic relationship exists between recruitment and retention strategies. In other words,
maintaining a stable workforce can only come about when organizations recruit the right people for
the right reasons, and then compensate, train and support them so that they are motivated to stay.

Identify the demographics: Who is currently doing youth work in your community? What activities
are these individuals interested in? What were their reasons for pursuing these positions? What
would other potential employees need to have in place if they were to apply for or accept a youth
development job? Identify key factors significant to your workforce and use the information to
inform best practices.

Create innovative organizational recruitment structures that include: referral and hiring
incentives; internships and work study programs; and optimal use of technology to attract qualified
job applicants. 

Reach out to a diverse population of potential 
frontline youth workers. Network with individuals 
and specific organizations that reflect the culture 
of the community being served. Consider second-
career and early-retirement professionals as a 
likely pool of candidates for youth work.

Market youth work as a significant profession 
and respectable career choice. See to it that 
your organization builds a reputation in the 
community as a high-quality place to work. 
Clearly communicate the value of the services 
being offered to the youth in your area.

Regularly evaluate and modify your 
organization’s recruitment strategies.
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Tools for collaboration, nonpro fit 
m a n agement, divers i t y, and more.

Contact Pam Garza at pam@nassembly. o rg for more information about the Pro f e s s i o n a l
Development Series or other work of the National Youth Development Learning Network.

National Youth Development Learning Network 
is funded by Lilly Endowment, Inc.
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