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Train-the-Trainer Model



Meet Your Presenters!
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Gretchen Panicucci
Senior Manager of 

School Partnerships
Youth Solutions

Megan Byard-Karaba
Career and College Readiness 

Program Director
Muskegon Area ISD



Who’s In The Room?



How many of you are supporting multiple districts/schools with 
limited staff and increasing expectations around career development?





ISDs/R
ESAs

Expectations:

● Support multiple 
districts

● Ensure fidelity 
and quality

● Scale promising 
practices

Constraints:

● Time

● Staffing

● Sustainability

● Dependence



Objectives

See how ISDs/RESAs can build capacity to 
support schools
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Understand the YS Foundations 
Train-the-Trainer Model

Learn how MAISD is using this model to 
drive sustainable, district-wide impact



Why Train-the-Trainer?

• Are effective—but often not 
scalable

• Can unintentionally create 
dependence

• Rely on limited number of 
internal experts, limiting reach 
and sustainability 

Traditional Support Models:

• Capacity builders – empowering 
schools to sustain and grow their own 
career development efforts

• Coaches – guiding school staff to 
apply best practices and strengthen 
their skills

• Systems leaders – shaping 
district-wide processes and 
structures for long-term success

Train-the-Trainer shifts the role of 
ISDs/RESAs to:Train-the-Trainer shifts the 

work from “doing for” 
schools to “building with” 

schools.



VISION
Every young person is educated, 
employed and career bound

MISSION
Every Michigan youth in every school 
is provided access to high-quality 
career-focused education

About Youth 
Solutions





YS Foundations TtT
The YS Foundations 
Train-the-Trainer Model equips 
local teams with the skills, tools, 
and flexibility to lead sustainable 
career development efforts aligned 
with state initiatives.

What is YS 
Foundations 
Train-the-Train
er Model?



Support for schools to create a 
culture of career development

Systems approach

Five-phase process

On-going support

Youth Solutions Foundations
A COMPREHENSIVE Career Development Program for Schools 
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PHASE 1: ASSESSMENT

PHASE 2: GOAL SETTING

PHASE 3: PROGRAM DEVELOPMENT

PHASE 4: PROGRAM IMPLEMENTATION

PHASE 5: LEGACY SCHOOL

How does it work?



PWR Implementation Inventory 
Five Focus Areas:

● Awareness & Culture 
Building

● Direct Student Services

● Logistical Support

● Communication & 
Messaging

● Assessment & 
Data Collection



Career Development Program Handbook
Bringing it all together

● Leadership & 
Management

● CLC Meeting 
Cadence & Topics

● Communication & 
Messaging Plan

● Professional 
Development Plan

● Assessment & 
Evaluation Process



What ISD/RESA staff are trained on:
• YS Foundations five-phase model
• Data-informed continuous 

improvement practices
• Facilitation and coaching strategies
• Supportive tools and resources

How training is structured:
• Phase-by-phase learning
• Guided practice
• Ongoing coaching and support

Train-the-Trainer Model
ISDs/RESAs lead 
implementation

Youth Solutions 
provides support, tools, 
and quality assurance





The “Why” for MAISD
Our ISD Superintendent inspires us every day to ensure leadership, programs and services related to 
career education and college access remain a priority, and enhance the success of all Muskegon 
area students.

The LARGEST Challenges
Only FIVE (27%) of our local schools have adopted a career and college readiness goal into the their 
state required MICIP despite it being law. Furthermore - MCDM implementation, EDP completion and 
WBL opportunities are lacking. 

Youth Solutions TtT Appeal
A groundbreaking approach that will equip our career and college readiness team with the 
tools/resources needed to support 16+ districts/schools countywide. Our team will have increased 
knowledge providing ongoing coaching and support for local district educators - creating a 
sustainable system where career development and college access is led and owned locally. 

MAISD in Action: 
Building Regional Capacity





MAISD Implementation



Getting Schools on Board!

Setting the Stage 
● Smore Newsletters

Building Curiosity 
● Superintendent Updates 
● Curriculum Director Updates
● Principal Updates 

Starting Small 
● Cohort 1 has been by 

invitation only and is limited 
to ONE school



About  [Orchard View Public Schools]
Unique Career and College 
Readiness (CCR) DISTRICT 
Assets  

Youth Solutions Cohort 1 
(2025/26)

and…

A CCR Goal in your MICIP! ⭐

Unique CCR BUILDING Assets

Elementary 
New Xello contract for Cardinal Elementary! 
KickStart to Career CSA 
Fall Connect with CCR Staff - September 2025   

Middle 
Xello 6-8
KickStart to Career CSA
Middle Vision, EIR and 3P/Design Thinking
Fall Connect with CCR Staff - September 2025 

High  
AVID Secondary - Elective offering 
MCAN Aspire Grantee (2023-2026)
FAFSA Challenge Grantee - Universal Grad Requirement
WBL Curriculum and Placements 
MCAN Statewide Initiative Participant (CBMI)
Xello 9-12
GreatSchool Rating
Fall Connect with CCR Staff - September 2025 

https://drive.google.com/file/d/1tQzrQfGpEbnU4_lF5k1v0VMvHZZM5BQK/view?usp=sharing
https://www.micollegeaccess.org/news/aspire-grants-jan-2023
https://www.greatschools.org/michigan/muskegon/2781-Orchard-View-High-School/


Impact & Early Outcomes
Long-term vision 
Ensuring leadership, programs, and services related to 
career education remain a priority, and enhance the 
success of all Muskegon area students.

What's working
Early excitement and applause

Early indicators of sustainability and scale
CTE Perkins mandate via MDE and OCTE 

Anticipated change at the district/school 
level, etc.
Career Development as a TEAM SPORT



• Stronger regional ownership — 
ISDs/RESAs lead the process, while 
districts/schools adapt and own the work

• More consistent implementation — 
shared expectations, tools, and language 
across districts

• Long-term sustainability — systems 
and processes are embedded into how districts 
and schools operate

What is Possible?



Contact
Senior Manager of School Partnerships, Youth Solutions
panicuccig@ouryouthsolutions.orgGretchen Panicucci

Career and College Readiness Program Director, MAISD
mbyard@muskegonisd.org

Megan Byard-Karaba

SCAN HERE 
TO CONTACT US

CONNECT WITH US!



Thank You


