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If you agree with any of the statements below...

This toolkit is for you!

We want YOUTH and YOUNG ADULTS 
employed in meaningful work in our communities throughout our state. 

We want COMPANIES
to know how to connect with youth and young adults who are interested in 

meaningful work experiences. 

We want COMMUNITIES 
to have opportunities to come together to collaborate and celebrate local 

young people and organizations working together. 

We want FUNDERS 
to invest in effective programming where youth and young adults, businesses, 

and communities can grow stronger together.

Click the icons to return to the: 

TOOLKIT 

CONTENTS

TOOLS & 

RESOURCES

How to Navigate this Toolkit



Toolkit Contents

1 How to Use This Toolkit

2 The G2O Approach

4 Essential Elements

6 How Do I Start?

 ` Plan Program Operations, 6

 ` Establish Community Partnerships, 9

 ` Implement Recruitment Strategy, 11

 ` Select Host Sites, 13

 ` Develop Trainings and Workshops, 16

19 Assessing the Impact of Your Program

22 Tools & Resources

51 Readiness Assessment



1 How To Use This Toolkit

How to Use This Toolkit
This toolkit is designed to provide you with helpful guidance, ideas, and 

materials for understanding the approaches and best practices of the Gateway 

to Opportunity (G2O)  program, and strategies for implementing components 

of this model in your community. The information in this toolkit covers the 

foundational components of the model as well as more detailed implementation 

ideas including, tools, resources, and customizable templates. We honor that 

every community has unique needs and local expertise. As one of our partners 

put it, “there is no template for how to do this right.” For that reason, this 

toolkit is NOT intended to be used as a recipe, but rather as a guide with strong 

recommendations, best practices, and key steps to have a successful work-

based learning program for youth operating within your community. 

Why Use This Toolkit

To be successful in today’s economy, young people need opportunities to 

develop and hone their work-based skills and competencies. This includes soft 

skills such as arriving on time, interviewing well, and practicing a marketing 

pitch. It also includes technical skills such as learning software programs and 

earning employer-recognized credentials and certificates. It is imperative for 

the growth of Maine’s economy to help youth and young adults build the critical 

skills that employers seek.
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The G2O Approach
The Gateway to Opportunity (G2O) program is a comprehensive youth-adult 

partnership model developed in Portland, Maine, that is designed to support 

youth and young adults build their work-based skills and competencies, and 

help local businesses and nonprofits to connect to local talent. The G2O 

model is based on national best practices and lessons learned from multiple, 

highly successful summer youth employability initiatives led by Brandeis 

University’s Center for Youth and Communities from 2011 to 2013.1 The team 

from Brandeis University led the assessment, documentation, evaluation, and 

analysis of these programs and created a learning community for grantees.2 

They demonstrated that work-based learning initiatives helped youth persist 

through secondary and post-secondary education, develop the critical skills 

employers need, and more successfully connect to the workforce. 

Since 2016, G2O has supported project teams at dozens of host sites serving 

more than 100 youth. Supervision support is provided to the youth by 

undergraduate college students who are trained to be Team Leaders. Each team 

is based at a host site organization that identifies and supports the development 

of a summer project. With the Team Leaders serving as near peer mentors, 

youth hold responsibility for driving the work forward, culminating in a final 

presentation of their results. Evaluation results demonstrate that through this 

approach the youth participants and college students are developing the critical 

work-based competencies that employers want.3

1 The Walmart Foundation’s national Summer Youth Employability Initiatives invested 

$13.5 million in 10 cities supporting more than 8,500 young people from 2011 to 2013.

2 “Practical Advice Guides Smart Strategies to employ, educate, and support youth 

in employability development programs,” The Center for Youth and Communities, 

Brandeis University, November 2014: http://www.cyc.brandeis.edu/pdfs/

EnoughisKnownforAction-folder/2014%20Brandeis%20CYC%20PAG%20FINAL.pdf.

3  "Gateway to Opportunity: A promising summer youth employment model to address 

local workforce needs." Maine Policy Review 30.1 (2021), https://digitalcommons.library.

umaine.edu/mpr/vol30/iss1/3.

“
I love this program 

and it feels great to 

learn about things 

that I am interested 

in while getting 

paid.

YO U T H  PA RT I C I PA N T

http://www.cyc.brandeis.edu/pdfs/EnoughisKnownforAction-folder/2014%20Brandeis%20CYC%20PAG%20FINAL.pdf
http://www.cyc.brandeis.edu/pdfs/EnoughisKnownforAction-folder/2014%20Brandeis%20CYC%20PAG%20FINAL.pdf
https://digitalcommons.library.umaine.edu/mpr/vol30/iss1/3
https://digitalcommons.library.umaine.edu/mpr/vol30/iss1/3
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A DUAL CUSTOMER APPROACH: YOUTH ADULT PARTNERSHIP

G2O's overarching goal is to build and hone the work-based skills of the youth 

participants and Team Leaders while exposing them to a variety of career 

pathways, postsecondary education options, and developing their professional 

networks. This is only achieved when adults—staff and employers—work as 

their partners. At the same time, employers are not merely involved as an 

end result when a young person is placed with them as an intern or employee. 

Employers and their hiring needs are at the forefront of program design and 

delivery. Employers are critical for the sustainability and growth of this program 

and must be equal partners from the outset. 

Youth-adult partnerships4 create transformational relationships that are at the 

heart of this "dual customer" approach. This means that youth and adults work 

collaboratively and learn from each other. Youth participants and adult partners 

bring expertise, exercise leadership, change and grow, are included fully, and 

give and receive respect.

Young people and employers do not always have a clear path to connect with 

each other. That’s why programs, such as G2O, are so important.

4 “Youth Leadership Advisory Team: An Innovative Approach to Systems Improvement,” 

University of Southern Maine, March 2010: https://www.ylat.org/wp-content/

uploads/2013/10/ylat_report.pdf.

“
This unique set-

up seems to foster 

growth for nearly 

everyone involved 

in the program.

H O S T  S I T E

https://www.ylat.org/wp-content/uploads/2013/10/ylat_report.pdf
https://www.ylat.org/wp-content/uploads/2013/10/ylat_report.pdf
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Essential Elements
In the following pages, we have outlined the essential elements for operating 

a program similar to the G2O model. Organizations and businesses that are 

interested in work-based learning should integrate as many of these elements 

as possible into their program approach. Central to this model is an emphasis 

on continuous quality improvement (CQI), data informed decision-making, 

and shared learning between program partners. The essential elements are 

grouped into the following categories: Learning Rich, Relationship Driven, and 

Collaborative Approach.

Learning Rich

21ST CENTURY SKILLS DEVELOPMENT 

Youth learn and practice the skills that employers are looking 

for in the workforce, such as teamwork, problem-solving, and 

communication. 

HANDS ON LEARNING EXPERIENCE

Youth are at the forefront of problem solving and providing the 

critical input and direction that impacts the project’s outcomes.

REFLECTION

Youth have time to reflect on their experiences (in writing and 

discussion) and apply their learnings from their project to all aspects 

of their life from school to career goals.
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Relationship Driven 

YOUTH DRIVEN 

Youth guide and implement a project while learning from their 

experience and each other along the way.

TEAM APPROACH 

Youth work on a team with peers, have support to navigate group 

dynamics, and develop respectful relationships.

NEAR-PEER SUPPORT

A college intern, or Team Leader, supervises and guides each team. 

Team Leaders support the development of 21st Century Skills for 

the youth while also serving as a near-peer mentor. 

Collaborative Approach 

LAYERING OF SERVICES

Youth receive opportunities to: open bank accounts, network with 

professionals, participate in financial management training, earn 

expanded learning credit from their high school, and develop a 

resume. 

HOST SITES

Host sites and their staff are the backbone for each team and 

ensure there are a range of career-building opportunities for youth 

to experience over the summer.

SCHOOL AND COMMUNITY PARTNERSHIP

Schools and community-based organizations are key referral 

partners and can also ensure that the learning goes beyond the 

summer.

BUSINESS ENGAGEMENT

Employees of local businesses serve as volunteers and mentors 

for youth participants and demonstrate their investment in young 

people, the community, and their future workforce.
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How Do I Start?
This section outlines the steps involved in launching G2O. It includes strategies and 

approaches previously employed in the Greater Portland area for you to consider as 

you design your unique program.

Plan Program Operations

STAFFING

It is important that the leadership of your organization or business is supportive 

of the program from the outset. If your organization is the lead implementation 

partner for G2O in your community, staff may need to shift responsibilities and 

workloads to have the capacity to take on coordinating the program and project 

work for the summer. Additionally, if your organization is paying the wages 

of the youth and Team Leaders, ensure that you have the internal practices 

established to support this process. This includes Human Resources practices 

to hire minors, administer payroll, and assume some liability, such as workers 

compensation.

Staffing level depends on the size of the program and the time of year. More 

staff are needed during the summer, but staffing can be reduced during the 

school year. You may consider dedicating a lead staff (0.5 FTE) who oversees 

all of the operations for the program and other support staff who help with 

logistics and administration.

EXAMPLE LEAD STAFF RESPONSIBITIES:

• Provide supervision to Team Leaders throughout programming.

• Coordinate lunches, transportation, guest speakers, field trips, etc.

• Liaise with schools, host sites, partner organizations and funders.

• Design and implement trainings, workshops and curriculum for youth, 

Team Leaders and host sites.  

• Communicate regularly with host site supervisors, visit the host sites, and

• support with project development.

• Organize meetings with youth, Team Leaders, host sites and partners.

• Solicit grants and funding to sustain all aspects of programming.

• Organize all necessary paperwork (hiring, paychecks, media releases, 

travel, attendance, etc.).
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Team Leaders are undergraduate or college-aged students that provide near-

peer mentorship and supervision to teams of youth throughout the program, 

and they are often considered temporary employees of the lead organization 

implementing G2O. Team Leaders may have expertise in group facilitation, 

working with young adults and/or a specific field/industry of one of the host 

sites. 

FUNDING

Funds are important for a range of reasons but primarily to:

1. Pay youth participants and Team Leaders a competitive hourly wage; 

not a stipend. Paying hourly wages at or above the highest minimum 

wage level in the state demonstrates to young people that their time and 

expertise are valued.

2. Pay staff to coordinate and implement all aspects of the program.

3. Cover food, transportation and material costs. 

Sample Wage Calculator

Role Hours/Week # of Weeks
Hourly 

Wage*
Total

Team Leader 32 10

Youth 
Participant

20 6

The total cost for one project team ranges from $15,000 to $20,000, which 

includes the wages for 5 youth and 1 Team Leader plus staffing from the 

organization coordinating G2O in your community. There are numerous ways to 

raise funds to support the operations of G2O. Some examples to consider:

• Grant proposals to local foundations interested in your community and/or 

the populations you seek to serve.

• Businesses/industries looking to increase their talent pipeline.

• City/town funds.

• WIOA or other federal funds.

*Choosing Hourly 

Wages

Refer to the State of Maine’s 
minimum wage law and offer 
a competitive wage for youth 
and Team Leaders: www.maine.

gov/labor/labor_laws/minimum_

wage_faq.html. 

http://www.maine.gov/labor/labor_laws/minimum_wage_faq.html
http://www.maine.gov/labor/labor_laws/minimum_wage_faq.html
http://www.maine.gov/labor/labor_laws/minimum_wage_faq.html
https://www.maine.gov/labor/labor_laws/minimum_wage_faq.html 
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PROGRAM SCHEDULE

Set the program schedule early in your planning process so you can work 

backwards through the other tasks from there. We created a sample schedule 

based on previous years of programming experience. It is important to factor in: 

the last day of school, summer school schedule, federal and religious holidays 

(such as the 4th of July and depending on the year, Ramadan), and the timing of 

other camps/programs that are operating in your area. Decide early whether 

youth will be eligible for your program if they have to miss days for another 

opportunity or family vacation.

Start Date

Last day 

of school

Program begins the Monday 

after the last day of school

Weekly 
Workshops

Monday
Tuesday

Wednesday

Thursday

Daily Schedule
4 days per week for 6 Weeks 

Monday-Thursday, 10:00a.m.-3:30p.m.

(with a 30 minute break for lunch)

2-hour career workshops 

every Thursday
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Establish Community Partnerships

G2O is a truly collaborative model. Engaging with a variety of community-based 

partners provides a richer work-readiness experience for the young people—

whether through workshops, site visits, job shadows, panels and other events. 

It is important to provide opportunities for youth to learn from people with 

diverse lived experiences and backgrounds including guests and presenters who 

reflect the makeup of the participants in the program. For example, if all youth 

are low-income ensure there are guests and presenters who have experienced 

growing up in poverty or in a working class household. Other examples include 

guests and presenters that reflect the cultural, linguistic, racial and geographic 

background of youth in the program. Additionally, the more exposure youth 

have to the range of resources within the community, the better equipped they 

will be at navigating those resources in the future.

Workshop topics for partners to lead:

• Opening a bank account

• Financial management

• Hard and soft job skills

• Sector specific careers

• Skill building (more generally)

Additionally partners might volunteer at:

• Career panels

• Mock interviews

• Resume review

• Networking

• Job fairs

Other supports young people may need:

• Childcare

• Transportation

• Food assistance

• Housing assistance



10 How Do I Start?

Referrals and Recruitment

It is important to have a wide variety of referral sources from the local 

community, including schools, nonprofits, libraries, and other programs. You 

can receive referrals  from social workers, guidance counselors, administrators, 

teachers, nonprofit partners, alumni of the school and peers. 

You may consider: 

• Hosting information sessions about G2O at schools and other 

community-based organizations.

• Providing applications and/or links printed and available through multiple 

school personnel and other staff.

• Organizing tabling events hosted by alumni and/or college interns.

LOCAL SCHOOLS

As noted above, schools are strong referral sources for youth participants and 

developing a close partnership with the local high schools enables the learning 

to stretch far beyond the summer. Youth may be eligible for an Extended 

Learning Opportunity (ELO) credit from their sending high school. This is one 

credit that applies to the total number needed to graduate from high school. 

Work with your local schools to understand the process for awarding credit for 

internships and other summer opportunities.

In Greater Portland, G2O has also been open to young people who are high 

school aged (16-19) but enrolled in alternative learning programs, such as 

YouthBuild.
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Implement Recruitment Strategy

Designing and implementing an effective recruitment strategy is a critical step. 

Start early! As with any recruitment effort, it is important to map out a timeline 

of key dates and develop an action plan for your outreach activities. Word of 

mouth is often the most effective recruitment tool for youth, but it is not the 

only one. It is important to employ a range of strategies for recruiting host sites, 

youth, Team Leaders and core partners. Always ask youth and Team Leaders 

how they heard about G2O in order to help strengthen outreach in the future.

DEVELOP OUTREACH STRATEGY: QUESTIONS TO CONSIDER

Host Site Recruitment

• Is the leadership of this organization or business supportive of youth-

focused workforce development programming? 

• How much time do host site staff have to commit to the project? (The 

more present host site supervisors are the stronger the project).

• Can the host site coordinate transportation for the youth?

• Are there nearby and affordable lunch options for the youth?

• Is there intentional space at the organization where youth can work 

collaboratively and comfortably?

Team Leader Recruitment

• Are there college students your organization knows and/or has worked 

with in the past (volunteers, interns, etc.)?

• Are there college students who are leaders within the community that 

you seek to serve? Can they be paid and supported to recruit youth?

Youth Participants Recruitment

• What organizations/people work with the population you seek to serve?

• Are there youth that are connected to other aspects of your work and can 

vouch for your program?

• Is the application process accessible for youth – is it paper and online? Is 

the application available on mobile devices or through an app?

• Are outreach materials available in the most commonly spoken languages 

in your community?

• What paperwork needs to be filled out (payroll, media releases, other 

forms used to assess eligibility)?

 ` Team Leader Job 
Description, 23

 ` Team Leader Interview 
Questions, 25

 ` Youth Application, 26

 ` Youth Interview 
Questions, 30

 ` Host Site Selection 
Criteria for Youth, 31

Section Resources
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Host Site Recruitment 

Make a list of potential host sites (nonprofit and private) in or nearby 

your community.

Design employer-focused outreach materials, host site application, 

and presentation about your program.

1. Set up individual meetings with employers.

2. Hold 2-3 information sessions* for potential host sites.

Team Leader Recruitment
1. Create a Team Leader job description. 

2. Design young adult focused outreach materials. 

3. Set up individual or group interviews. 

Youth Participant Recruitment
1. Develop an outreach and recruitment work plan with tools for 

tracking enrollment.

2. Develop a general job description covering the responsibilities 

that all youth will perform across sites and distribute during 

outreach sessions. If known, provide as much detail as possible 

about the projects available for the summer.

3. Hold three to four outreach sessions at community based 

organizations and community centers to attract a diverse pool 

of applicants. 

4. Liaise with administrators from the local schools to coordinate 

outreach and recruit specific students who would benefit from 

the program.

Program Start Date

*Information sessions are a 
helpful way to explain your 
work-based learning program 
and answer questions from 
potential host sites. Sample 
components to include:  
• Overview of program 

structure
• Host site responsibilities
• Q&A time 

SAMPLE RECRUITMENT TIMELINE

pre-pogram

5-6
months

pre-pogram

8-9
months

pre-pogram

2-3
months
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Select Host Sites

ROLES AND RESPONSIBILITIES

The host site is the backbone of the work-based learning experience for 

the youth and Team Leaders. It is important that host sites understand the 

commitment required by a work-based learning program and see the value of 

youth voice. Take time to develop a value proposition for the investment of time 

and resources from host sites. Think about the challenges of local businesses 

and how this program can help address them. Be clear with host sites that this 

is not designed like a typical internship—it is a work-based learning approach 

informed by youth-adult partnership. A core component of the program is 

that youth and adults learn from each other. It is important for host sites to 

understand this and buy in from the outset.

Each host site is responsible for:

1. Identifying a project idea, end product, and timeline for the team to 

develop.

2. Completing a host site application. 

3. Participating in pre-program training activities.

4. Providing consistent supervision to the youth and Team Leader during the 

six week period of programming.

Host Site Supervisor

Host sites designate a staff person to serve in the role of host site supervisor. 

The host site supervisor receives training in youth-centered design and the 

G2O program model, and may participate in the youth and Team Leader hiring 

process if desired. The program requires a commitment from a host site and it is 

important to stress this in the beginning so there is less confusion later. 

WHAT MAKES A GOOD HOST SITE PROJECT?

Questions to consider when assessing host site applications: 

• Is the project exciting for youth?

• Does the project offer paid opportunities after summer (employment or 

otherwise)?

• Are the project goals achievable in 6-weeks?

• Is there room in the project for youth voice?

• Is this a unique opportunity? (Would this project happen without G2O or 

through another local program?)

Section Resources

 ` Host Site 
Application, 32

 ` Host Site Selection 
Process, 38

 ` Host Site Application 
Rubric, 40

 ` Host Site and Team 
Leader Checklist, 42
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• Would youth gain valuable skills?

• Is the host site clearly committed to the programmatic objectives of G2O?

SUCCESSFUL PROJECT IDEAS

The following are project ideas that have been: youth led, meaningful (for youth 

and community/organization), attainable in the time allotted, and useful for the 

organization/community. They are examples of projects that were successful 

for G2O in the Greater Portland area and can be customized to meet the unique 

needs of your organization.

Community Needs 
Assessment

• Youth craft questions, identify groups 

of individuals and design format for 

conversation with key informants 

(interviews, focus groups, etc.).

• Youth learn from local partners about 

issues and the ways they are addressed in 

their community.

• Youth design a creative presentation to 

share findings with key stakeholders and/

or community. (If time) youth implement 

some of the suggestions.

Technology

• Youth conduct market research with the 

intended audience.

• Youth explore design, learn coding, and app 

creation skills.

• Youth input all material into app or other 

platform.

• Youth create a marketing plan and gather 

input from stakeholders.

Community Events

• Youth research all aspects of event 

planning including: crafting budgets, 

soliciting sponsors, and renting equipment.

• Youth connect with partners to learn how 

to develop necessary skills for events.

• Youth design outreach strategies and 

materials to spread the word about the 

event.

Video Production

• Youth work with partners to write the 

script, and map out key parts of the video.

• Youth learn video making techniques (and 

the various roles/skills involved in film 

production).

• Youth go out in the field to shoot necessary 

material and edit content to create a final 

project.
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L E S S O N S  L E A R N E D

Select Host Sites

Serving as a G2O host site is a unique opportunity. Below are some lessons learned 

for your consideration:

 `  Make a list of the local community-based organizations and employers 

that would be willing to host a team in year one and serve as a thought 

partner/feedback loop during initial implementation. 

 ` Ideally work with host sites that provide a range of work experiences, 

career pathways, and skill-building opportunities.

 ` Encourage host site staff to realistically estimate how much time they 

have to support the team during the summer and adjust their workload 

accordingly.

 ` Consider a sector approach to expose young people to a variety of career 

options, including healthcare, IT, financial services, insurance, etc.

 ` Support host sites to identify real products/projects they need completed 

that would benefit from the unique input and ideas of young people.

 ` Work with host sites to help young people understand the career 

pathways and skill building opportunities that each host site offers. 
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 ` Career Workshop 
Agenda, 43

 ` Example Agenda: Host 
Site & Team Leader 
Training, 45

 ` 21st Century Skills, 47

 ` Team Leader Training 
Feedback Form, 49

Develop Trainings and Workshops

This section provides an overview of the building blocks for designing effective 

trainings for your work-based learning program. Youth-adult partnership and 

youth-centered trainings are the foundation for a strengths-based collaborative 

program.  

In your community, determine the training needs for Team Leaders, host sites 

and youth (see readiness scale to help you think through the needs in your 

community). Trainings ensure everyone is clear about the mindset, behaviors 

and activities that support a strengths-based, positive, and learning-rich 

experience. 

PRE-PROGRAM

Pre-program training ensures Team Leaders and host site supervisors are ready 

to support learning and skill building experiences for the youth participants. 

Requiring all partners to attend trainings is a helpful way to ensure fidelity 

to the model, buy-in, and understanding of the local approach. The following 

training topics are designed to help all stakeholders incorporate the essential 

elements of the approach, implement the work-based learning model, and foster 

relationship development throughout the program. 

Topics for Team Leader Training and/or Host Site Trainings:

• Facilitation 101 and 201

• Communication

• Conflict management

• Group work and group dynamics

• Positive youth development

• Work readiness and 21st Century Skills

• Action planning

• Youth-Adult partnership

• Strengths based leadership

• Essential elements of work-based learning and how to incorporate these 

into the daily structure

• Identity, bias, microaggressions—what and how do these play out in 

workplaces?

• Adolescent brain development

Section Resources
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Transferable Skills and Tools

A train the trainer approach allows host site supervisors and Team Leaders to 

see how they can apply all of the important content from the trainings to their 

projects and make it their own. 

During every training it is important to: 

• Model the type of facilitating that should be happening with projects.

• Integrate activities people can take back to their projects.

• Be transparent about EVERYTHING from design and flow to facilitation 

and activities.

Trainings are clearly a foundation, and particularly valuable to Team Leaders 

as they are the glue holding all the pieces together for the project to work. The 

more training that can be provided to a Team Leader the better, but they also 

need time to:

• Plan with their host sites.

• Research and coordinate elements for their project.

• Participate in any other required pre-program activities: host site 

orientations, recruitment and screening of youth, etc.

Questions to consider when developing trainings for your program

• How much time can people reasonably commit to attend a training? 

• What  will strengthen the connection between Team Leaders and host 

sites?  

• What will create a safe space for everyone’s learning without one group 

dominating over another due to privilege, age, race, gender, etc.? 

• What are the strengths and weaknesses of the host sites and Team 

Leaders? How can those be built on/addressed? 

DURING-PROGRAM 

The trainings offered during the program should have a focus on building the 

skills of the youth participants. But, they are also opportunities for the Team 

Leaders to hone and improve on their own skills, from public speaking to 

interviewing. Before the program begins, develop and stick to a policy about 

missing trainings and offering makeup sessions, and be sure to incorporate this 

into orientation.
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Youth Orientation

Hosting an orientation for all youth participants will ensure that everyone 

receives the same program information from the outset and that roles and 

expectations are clear from day one. Some tips to keep in mind: 

• Provide youth with written protocols of program expectations.

• Identify an appropriate space that is youth friendly, accessible, and 

comfortably fits the number of youth involved in the program.

• Orientation facilitators should model shared leadership, co-facilitation 

and transparency.

• Team Leaders should have key roles during orientation as well; it's a great 

way for them to take ownership in the program from the beginning.

• It should be fun!

21st Century Skills Workshops 

An essential element of G2O is 21st Century Skills development for the 

youth with an emphasis on communication, problem-solving, leadership and 

work readiness. These 21st Century Skills are incorporated into the projects 

through daily reflection (written and group discussion) and experiential 

learning activities. Additionally, each week all youth attend a two-hour Career 

Workshop. 

Examples of career workshops include:

• Resume development and interview skills

• Networking and practicing elevator pitches

• Financial management and education

• Panel with experts in the field

• Job fair with local business that are excited to hire high school aged youth

Variety and Diversity

Youth participants were excited to meet professionals from a variety of careers 

and appreciated the opportunity to ask them questions. It is important to 

ensure that: 

• Professionals represent a range of career pathways (including 

postsecondary education and non-traditional educational experiences).

• Professionals have diverse backgrounds, genders, races, experiences, etc.

• Locations/spaces for the career workshops expose youth to a variety of 

workplaces.

The biggest success 

was the growth 

of the students in 

their knowledge 

and skills from 

week one to the 

final presentation...

By the end, they 

showed confidence 

and passion for the 

work. 

H O S T  S I T E  S U P E R V I S O R

“
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Assessing the Impact of 
Your Program
Since launching G2O, data and evaluation have informed everything from 

strategic planning to program implementation. Our evaluation consultant 

from the Cutler Institute’s Data Innovation Project (DIP) helped to identify our 

program goals and related outcomes, prioritize metrics to track, and develop, 

implement, analyze and report on data collection activities. In the short term, 

this allowed us to use data to make decisions about programming. Long term, 

this performance measurement plan ensured we had data to conduct a more 

summative assessment of G2O and identify it as an evidence-based program 

that achieves results for youth, Team Leaders, and host sites.

We understand that not everyone will have the capacity to hire an evaluator; 

we encourage you to consider the following important elements of program 

monitoring as you design and implement your own model.

Do I Really Have To?

WHY INCORPORATE PERFORMANCE MEASUREMENT INTO YOUR 

MODEL

Simply put, systematic and thoughtful processes for collecting and reviewing 

data on your program is the only way to know if you are having an impact on the 

youth, Team Leaders and host sites with whom you are working. A performance 

measurement plan is a roadmap to engage in routine program monitoring and 

Continuous Quality Improvement (CQI), a process used to gauge progress 

toward stated goals, make midcourse adjustments for improvement, and plan 

for future work streams. 

The ongoing and cyclical nature of performance measurement encourages 

a thoughtful review and reflection of data to inform CQI and data-informed 

decision-making. In addition to highlighting successes, data can guide 

discussions around identified challenges or areas for improvement. A 

performance measurement plan will also set you on the path to having clear 

outcomes and related data to report back to funders and stakeholders to build 

excitement about your work.

Section Resources

 ` Logic Model 
Workbook, 50
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*Theory of Change and 

Logic Model

For help articulating a theory 
of change and logic model, 
check out the Data Innovation 

Project's series of eLearning 

modules.

WHERE TO START 

Performance measurement plans start with a clear, logical and step by step map 

of how your program activities will lead to your hoped for outcomes. This map 

is often called a logic model. In developing a logic model, we also encourage you 

to articulate your theory of change,* which will help you answer the following 

questions:

1. What is the problem your program is hoping to address? And why is this a 

problem, specifically in your community?

2. Inversely, what is the end goal? How will you know your program is 

successful?

3. What strategies are you going to implement to meet that goal?

BEGINNING TO THINK ABOUT DATA COLLECTION 

Once you have a solid logic model with outputs and realistic, measurable 

outcomes, you can begin to think about how you can collect related data. Pro 

tip — start small! Depending on your capacity, in year one it may make the most 

sense for you to focus only on tracking output data — the how much, how many 

counts of program activities that tell you if your work has been completed as 

planned (e.g. number of youth who applied to the program, number of trainings 

offered to host sites).

From there, you may consider if you have the capacity to roll out feedback 

forms for host sites, Team Leaders and/or youth after any trainings that you 

offer. These types of forms would help you start to think about the outcomes 

associated with your work. In addition to creating the forms, remember you will 

need to build in time for data entry, analysis and reporting. Google Forms and 

SurveyMonkey are good free or low cost resources to help ease into the data 

collection and reporting process. 

As you start to think about collecting data related to outcomes in your logic 

model, consider the following questions:*

1. What is the data collection method used to collect data on this 

outcome (e.g. survey, interview, observation, or record review)? 

2. When will the data be collected? Describe the timing and frequency of 

data collection.

3. Who will collect the data? 

4. What exactly will they do? Describe the steps they will take to 

implement the data collection.

5. How will the collected data be monitored? Identify how the data will be 

collected and who will monitor the process for quality and consistency.

*Make it Realistic

One of the most important 
parts of a performance 
measurement plan is that it 
is realistic! Set yourself up 
for success by starting small, 
clearly assigning roles and 
responsibilities, and continually 
reflecting on processes and 
results as a team.

https://datainnovationproject.org/elearning/
https://datainnovationproject.org/elearning/
https://datainnovationproject.org/elearning/
https://www.google.com/forms/about/
http://SurveyMonkey.com
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What's Next?

If you're ready to start implementing the 
G2O model in your community, check out the 
resources (including examples, templates, and 
tools) on the following pages to help you get 
started.
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Team Leader Job Description

The Gateway to Opportunity (G2O) program connects young people in the [Town Name] 

area with meaningful, project-based learning opportunities during the summer. This program 

is a collaboration between [Name of Organization] and [Name of Organization]. For more 

information about the program, please visit our website: _____________________

The Team Leader will be responsible for the daily supervision of a group of 4-6 youth, primarily 

rising juniors and seniors from the local public high schools. The Team Leader will also support 

curriculum development for the program, recruitment of the youth participants, oversee daily 

program and reflection activities, provide one-on-one support to individual youth, and help 

facilitate group workshops. 

Group workshops are focused on developing 21st Century Skills for the youth participants, 

including teamwork, leadership, communication and career readiness skills. The project teams 

will be based at a variety of organizations, including non-profits, private sector companies, and 

City agencies, in and around the [Town Name] area. Each Team Leader will be paired with a host 

site and work closely with a host site supervisor throughout the 6-week program. Team Leaders 

will participate in pre-program training and receive professional development support from staff 

at [Name of Organization]. All Team Leaders will report to staff from [Name of Organization].

Job Title: Team Leader

Starting Wage: $XX / hour

Position Timeframe and Hours: Mid-April to Mid-June, 202X: 5-8 hours per week; Mid-June to 

Early August, 202X: 25-32 hours per week. Hours are flexible depending on project needs.



Primary Responsibilities:

• Assist in the recruitment of youth from [Town Name] working with [Name of 

Organization’s] G2O Program Coordinator by visiting local schools, community centers, 

and youth-serving organizations. 

• Participate in presentations about the G2O program in order to interact with the potential 

youth participants; Team Leaders are encouraged to share their career aspirations, major, 

high school they attended, and first employment experience (if applicable). 

• Assist with curriculum and activity development and delivery.

• Facilitate group activities for program participants.

• Provide daily supervision of program participants working with their host site supervisor 

and [Name of Organization] staff.

• Maintain positive working relationships with community partners, service providers, and 

collaborating agencies.  

• Track the hours worked for all youth and record their hours on a timesheet on a daily 

basis.

• Maintain ongoing communication with [Name of Organization’s] Program Coordinator to 

keep them informed of unusual and/or crisis situations as they arise.  

• Serve as a representative of the program in the community through outreach, resource 

development, and networking activities in order to grow and market the program. 

Qualifications: 

• Prior work experience with direct service programs; experience working with youth or 

leadership development programs strongly preferred. 

• Understanding of adolescent development preferred.

• Group work and facilitation experience preferred. 

• Understanding of 21st Century Skills, such as teamwork, leadership, communication, and 

career readiness.

• Prefer familiarity with the needs of the local community.

• Sensitivity and support to youth participants who are English Language Learners (ELL) in 

order to meet each person’s learning style.

• Demonstrated leadership and strong work ethic. 



Team Leader Interview Questions

Initial Screening by Phone (1:1)

1. What excites or intrigues you about this position? 

2. Are you available ________________________(training dates)

3. How would you describe your strengths? Your challenges? How would others describe 

you? 

4. In what ways do you hope to grow professionally and personally through this experience? 

Share with those applicants that seem appropriate that there will be a group discussion format 

as the second part of the screening process. All questions will be provided in advance and it’s an 

opportunity to learn more about the Team Leader role.

 

Group Interviews (1 hour slots)

All interviews conducted by G2O Staff and 1-2 non-returning Team Leader/G2O Alumni. 

1. Name, major, how you learned about this opportunity

Provide a brief description of the Team Leader role

2. Discuss your experience working with high school aged youth—what have you learned?

3. In this role what do you think is important to keep in mind when working with high school 

aged youth?

4. Each of you take a moment to pull out a slip of paper and define what the following words 

mean to you and how you would bring that into this program? (flexible, creative, initiative, 

dependable, facilitation). 

5. Scenario: You are working on a team to complete a project for school. One of your team 

members is not doing their part. Discuss as a group what you might do to address this 

situation.

6. What do you hope to learn in this role? From this program?

7. Discuss what you look for in a supervisory relationship. What have previous supervisors 

done that has been helpful?

8. What questions do you have for us?

Give them the list of host sites and ask them to choose their top 3.



Youth Application
Gateway to Opportunity (G2O) connects you with meaningful, fun, work-based projects 
at nonprofits, local government or business agencies during the summer months. 

Eligibility: 

Learn New Skills 
and GET PAID!

Learning and Innovation 

Skills

 ` Creativity and innovation

 ` Critical thinking and problem 
solving

 ` Communication and 
collaboration

Information, Media, and 

Technology Skills

 ` Information literacy

 ` Media literacy

 ` Information, communications, 
and technology literacy

Life and Career Skills

 ` Flexibility and adaptability

 ` Initiative and self-direction

 ` Social and cross cultural skills

 ` Productivity and 
accountability

 ` Leadership and responsibility

• 16 years old before XX/XX/XX 

• Receive free or reduced lunch or any other public assistance

• Authorized to work in the US and have appropriate 

documentation

• Can commit to full program participation

• Those involved in another youth program that interferes will be 

put on an application waitlist

Program Structure:

• Program runs [Date] to [Date]

• Work Monday through Thursday 20 hours per week,  10am-

3:30pm with a 30 minute unpaid lunch break

• Earn $XX/hour

• 4-5 youth placed at each host site organization in [Town Name]

• All youth participate in two-hour Career Workshops

Attendance:

• Only allow 3 Excused Absences  (sickness, emergency call out)

Lunch:

• Responsibility of the youth to provide their own lunch during the 

30 minute break

• Youth will be notified of Summer Lunch Program (school lunch) 

locations available close by their host site

• These may not be accessible by all sites/all days

Additional Opportunities:

• Career Workshops

• End of Program Celebration and Networking Opportunity

• Opportunity to Participate in paid Youth Advisory Board after 

program 



To apply for G2O, fill out the information below and return to: 
_________________________________ or to whomever helped you with this application.

Today’s Date:_________________      

Personal Information:

Name:  ________________________________________________________________________________________

  First Name  Middle Initial  Last Name

Address: ________________________________________________________________________________________

     Street    City/Town  State    Zip Code

Telephone Number: (___) ________________ Alternate Telephone number (___) _____________________    

                                          Check if mobile/cell phone        Check if mobile/cell phone

Email Address:____________________________________________________________________________

How do you want to be contacted?        phone        email        text message

Emergency Contact Name:  _____________________________ Phone number: (______)_______________    

Date of Birth: ______/______/_________                             

                         Month      Day          Year     

Gender:     Male      Female       Other: ______________________________________________________

Race :    White      Black or African American      Asian         American Indian or Alaska Native

                  Native Hawaiian or Pacific Islander           Middle Eastern or North African

Are you?:     Latino/Hispanic     Non-Latino/Hispanic

What is your T-Shirt size (adult sizes):   X-Small    Small    Medium    Large    X-Large     XX-Large



We are looking to include individuals with diverse backgrounds in this program. We are an equal opportuni-

ty employer. Indication of this information does not disqualify you from participating in this program.

Are you a person with a disability?    Yes      No   

If yes, do you feel your disability may impact your ability to perform some types of activities?     

 Yes     No

Have you had any involvement in the foster care system?    Yes      No

Have you had any involvement in Juvenial Corrections?        Yes      No

Are you currently authorized to work in the United States?   Yes     No

Preferred Spoken Language? _____________________  Preferred Written Language?  _______________ 

Do you require an interpreter?    Yes       No

 

Education and Training: 
 
Are you currently attending training/classes or in school?    Yes       No

In the fall of 202X, I will be a High School     Junior     Senior

Name of your current High School or Training Program:  ___________________________________________

Is there a possibility that you will be enrolled in Summer School in the summer of 202X? 

G2O participants can be enrolled in summer school; this information helps in program planning.

 Yes     No

Have you been accepted to another Summer Program that may interfere with the G2O program dates 

(June Date – Date):        Yes      No       Unsure

If yes, indicate which program:  ______________________________________________

Those accepted to another Youth Program will be put on a waitlist to allow for opportunities for youth who have not 

already been accepted to another program.



General Information:

Do you/your family receive free or reduced school lunches or any other public assistance?    

  Yes     No

Are you currently working?

   Working full-time   

   Working part-time or seasonal

   Working at two or more part-time jobs

   Unemployed/not currently working

Why are you interested in G2O?



Youth Interview Questions

Applicant Name: 

Date:

Name of Interviewer:

Introduction to the program: The Gateway to Opportunity program is a work-based learning 

program with individual host sites that will have an impact on local communities while advancing 

your skills.  You will be offered an hourly wage of $10.68 paid bi-weekly while serving with your 

team and host site.  You will be tasked with creating a meaningful project that will have a positive 

impact on the local community you are working in.  Do you mind if I ask you some questions?

Note to Interviewer:  Use follow up questions as needed.  If you are having trouble getting 

answers from the youth, think of ways to pull that information out of them and help them better 

understand what you are asking. 

1. Why are you interested in working on this project?

2. Tell me about a time when you worked on a team.  What were some of the challenges? 

What were some of the successes?

3. When working as a team, what would you do if you had a disagreement with a teammate?

4. Tell me about a time you were assigned a project in school.  What were the steps you took 

to complete your project?  How did it turn out?

5. What does the term “work-based learning” mean to you? 

Next Steps: Thank you for your time!  You will be notified on or before [Date].  Feel free to call 

the G2O coordinator if you have any questions or concerns.  [Insert name and phone number of 

person]

Please include notes on why you selected the below option:

 Recommend

 Hesitant to Recommend (explain why)



Host Site Selection Criteria for Youth

Answer the questions below to evaluate the applications of different host sites.

 ` Is this project exciting to you?

 ` Does this project offer youth opportunities after summer (employment or otherwise)?

 ` Does this seem doable in 6 weeks?

 ` Is there room for youth leadership in the project?

 ` Is this a unique opportunity? Would this project happen without G2O or through another 

local program?

 ` Would youth gain valuable skills?

 ` Is the project personally interesting to you and your career goals?

Host Site Name:

Summary of the Project:

What are you most excited about with this project?

What Concerns do you have?



Host Site Application
Application due January XX, 202X

Program and Application Overview

Gateway to Opportunity (G2O) is a work-based learning program that helps youth gain critical 

career readiness skills and competencies during the summer. Many of the youth recruited for 

this program will be new to the workforce and require hands on supervision, as well as guidance 

with tasks on a daily basis.  G2O provides the opportunity for host site organizations to help 

shape the future workforce of Maine.

Throughout this application organizations will be asked to provide detailed information 

about supervison, youth roles, and an outline of the project idea.  Organizations will also see 

points associated with each section; this is how the program coordinators will be scoring each 

application.  With questions during the application process, please contact [Point Person] at 

[Email] or [Phone].

Recruitment Timeline 

• Program Information Sessions: 

 ` Date, Time, Location

 ` Date, Time, Location

• Host Site Application Due [Date] 

• Host Site Selection Notification [Date]

• Team Leader Recruitment Window  [Date] to [Date]

• Youth Participant Recruitment Window [Date] to [Date]

Typical Project Structure Overview:  

• Host Site Supervisor assigned to serve as direct contact for Team Leaders and G2O Staff

 ` Check in with the project Team Leader every day

 ` Be accessible to Team Leaders for project guidance

 ` Participate in Host Site training

 ` Provide project guidance and support

 ` Support Team Leader with tools they need to lead the team

 ` Outline steps to complete project

 ` Provide transportation for project purposes, if applicable



• 1 Team Leader to 4-5 Youth Participants serving on a Host Site Project

 ` Numbers can vary depending on project needs

• Projects are Youth Led within Host Site Project Structure

 ` Host Sites lay out structure within application, but give freedom to youth to modify/

lead project 

Participant Compensation:

• Team Leaders (typically a college student): $XX/hour

• Youth Participants (16-19 years old): $XX/hour

 ` Youth incentives include: Training, End of Program Celebration, Financial Literacy 

Training and/or Youth Advisory Board participation (optional)

Project Timeline:

• Team Leaders (TL) work part time to plan project April-June

• Team Leader (TL) Orientation: Dates and Times

• Host Site/Team Leader Connection time: Dates and Times

• Host Site Orientation (including TLs):  Dates and Times 

• Youth Participant Orientation: Dates and Times

• Youth Participants work for 6 weeks: Dates, typically with the following structure:

 ` Week 1: Team Building and Project Overview

 ` Weeks 2 & 3: Information Gathering/Research, Experiential Learning

 ` Weeks 4 & 5: Project Development and Execution

 ` Week 6: Preparation for Final Presentation/Celebration

• Youth work 20 hours/week Monday through Thursday (10am-3:30pm) with 30 minutes 

unpaid lunch break

 ` Youth and Team Leaders participate in two-hour Career Workshops

 ` Youth have opportunities to work on Fridays upon request

 ` Flexibility needs to be given around summer school

• End of Project Presentations and Celebration for all Projects and Community Partners 

(Early August)



I. Host Site Information

Organization Name:____________________________  Contact Name:_____________________________

Address:_______________________________________________________________________________

Phone:___________________________ Email Address:_________________________________________

Employment Sector:  

 Non-Profit  Private / For-Profit  Government

II. Supervision – 30 Points

Primary Supervisor

Name:________________________________________Title:___________________________________

Phone: _______________________________________ Email:________________________________________

Secondary Supervisor (if Supervisor is sick or on vacation)

Name:________________________________________Title:___________________________________

Phone: _______________________________________ Email:_________________________________________

Supervision is a very important part of this program. The youth will require daily, consistent 

supervision through the duration of the project. Briefly describe how the host site plans on 

providing daily, consistent supervision to the participants. 



III. Project Overview—20 Points

Please provide a brief overview of the project (3-4 sentences).  Please keep in mind that the 

participants should be able to add their own ideas and have opportunity to add value to the 

project.

PROJECT LOGISTICAL DETAILS—0 POINTS

Lunch:  All youth participants in this program are all eligible for public benefits. Please indicate 

if your project site is located within walking distance to a Summer Lunch location for youth to 

access during the work day:   

Yes  /  No     Summer Lunch Location:  ________________________

Will your organization provide lunch to participants in this program?    Yes    /    No       

Comments:

Transportation:  Does the project have various locations where participants will work? If yes, 

are there plans to transport youth?  

Yes  /  No  /  NA     

Comments:  

Pre-Program Team Leader Activities: Team Leaders will be selected as early as April. They 

will be given opportunity to serve part time between April and June to support recruitment 

and host site project needs before youth participants start the program. Pre-program activities 

may include: week to week scheduling, partnership building, recruitment, host site required/

suggested trainings, safety planning, etc.  

Please note any pertinent Pre-Program site needs that would be beneficial to the Host 

Site Project (and overseen by the supervisor).  Include estimates on time commitment and 

timeframe of needs.



IV. Youth Responsibilities – 20 Points

Number of Youth Positions Requested:

Give details/specifics of the various responsibilities that the youth positions will entail.  

Examples include:  Videography, research, outreach, data analysis, youth programming, event 

planning, etc. 

What skills will the youth gain through participation in this project? (include a bulleted list)

What careers are youth being prepared for through participation in this project? (include a 

bulleted list)

 



V. Timeline – 10 Points

Please explain the timeline for completing this project while still allowing participants to adjust 

as needed, keeping in mind the project duration is six weeks.

V. Community Impact—20 Points

Please describe how your project will impact the community, including your organization, 

program, youth, and/or team leaders beyond the summer experience.  

 

*OPTIONAL* We are looking for additional funding to support the Gateway to Opportunity 

program.  This can be either a dollar amount or you can choose to sponsor the wages for a 

youth or Team Leader.  We have all participants on [Name of Organization’s] payroll and include 

everything that comes with onboarding a new employee.  If you are able to provide financial 

sponsorship, please contact: 

PLEASE SUBMIT ALL APPLICATIONS TO:



Host Site Selection Process
A step-by-step look at what goes into recruiting, informing & selecting a host 
site

Step 1: Identify organizations, businesses, large & small employers in the geographic area for 

your program

• Outreach efforts include conducting phone calls, emails, 1-1 meetings.

• Craft an application that asks the questions you will need answered to decide if each 

organization is the right fit (See Host Site Application Resource). Ideally create a rubric 

that measures the different aspects you are weighing when deciding if a host site meets 

the necessary criteria. 

 Step 2: Hold Host Site Information Sessions

• Identify the point person from your team who is connecting with host sites. 

• During the information session, include: overview of the program, host site application, 

available trainings, calendar of dates, and time for Q&A.

Step 3: (Potential) Host Site Follow-Up

• Each organization is different – some will be ready to apply before the information session 

is over, others may need you to write a proposal for what they could do as a host site. Sites 

may need specific help with space, transportation, and daily supervision. What you can 

offer to support host sites in the application process depends on your capacity. 

 ` Follow up should include: emails to all potential host sites and to everyone that 

attended the information session with the application and due date.

Step 4: Host Site Application Review

• Review your estimated budget to identify the number of youth participants and team 

leaders (TL) you can support. Once you understand your funding, you can establish the 

number of host sites that you can onboard.  

 ` For example, if you have the funds to pay 50 youth, with 5 youth on a project team, 

and 1 TL assigned to each team, you be able to onboard 10 sites.

• Establish a process for reviewing host site applications – Keeping in mind it’s really helpful 

to have multiple perspectives weigh in on the applications (See criteria for selection in the 

Appendix).

 ` You may consider holding 3 separate meetings to review applications: (1) With 

members of a Youth Advisory Board (if applicable); (2) With members of your local 

team (funders & community stakeholders) with Youth Advisory Board members 

invited to co-facilitate the meeting; and (3) a final meeting with the core members of 



your coordinating team to make the selection decisions. 

 ` Each of the groups may raise different questions/concerns. In between meetings, the 

point person for G2O coordination in your community should follow up with host 

sites – to clarify aspects of their application and address issues.

Step 5: Host Site Notification 

• Send an email to all host sites letting them know if they have been accepted into this 

year’s work-based learning program. For sites that aren’t selected it’s helpful to let them 

know why – and capture some of the concerns raised in reviewing their application. 

• When accepting sites to participate in the program, include in the email: Key dates for 

the Spring/Summer program, technical assistance that is provided before and during the 

summer program, names of all host sites involved.

Step 6: Host Site Onboarding

• Pre-program is when the MAGIC happens to make the program run smoothly in the 

summer. Ideally all of the program details are outlined during the information session, 

reviewed upon acceptance, and then rolled out before the start of program. This may 

include: 

 ` Team Leader and Host Site meeting - Invest time in familiarizing themselves with 

each other, the space and the project. It can be helpful to have documents to guide 

them through topics they may want to cover (See Host Site Team Leader Preparation 

Checklist).

 ` Host Sites attend a pre-program training (requirement of being a host site) – this 

may be an opportunity for host sites to send more staff than just the supervisor to 

familiarize themselves with the program.

 ` Encourage host sites to work with others in the program to create shared learning 

opportunities across projects.

 Step 7: Host Sites – During Program Expectations

• Schedule mid-point check-ins for all host sites with the G2O point person for your 

organization.

• If challenges arise from the Team Leader or youth reach out immediately to the host site 

supervisor and/or back-up supervisor (if necessary).

• Ensure host sites attend and invite others from their organization to your closing event – a 

wonderful opportunity to showcase the program and organizations involved

Step 8: Host Sites – The Final Piece

• Schedule a debrief meeting with all host site supervisors together. This is a wonderful 

opportunity to capture lessons learned, make adjustments for future years, and celebrate 

their ongoing investment in young people. 



Host Site Application Rubric

Host Site:  Reviewer Name: 

Use the below criteria to stay consistent while reviewing each host site.  Identify the best area (Needs Work, Good, Great), look at each measure, and 

score below.  Be sure to provide comments on why you chose the score you did, how to improve the application, and sections you enjoyed.

Section Needs Work Good Great Score Comments

Supervision

(30 Points)

Supervision is unclear

No daily supervision

No assigned supervisor

Good understanding of 

supervision

Shows good amount of 

daily supervision

Assigned supervisor

Great understanding of 

supervision

Clearly spells out daily 

supervision

Assigned supervisor

0–10 11–20 21–30

Project Overview
(20 Points)

Project unclear

Unclear how youth will 

add value to project

Better understanding of 

project

Plan for youth to add 

value is good

Clear and engaging project

Youth able to add value to 

the project

0-10 7-13 14-20

Rubric continued on following page



Section Needs Work Good Great Score Comments

Youth 
Responsibilities

(20 Points)

Roles and responsibilities:

• unclear

• not up to expectations 

of program

• undefined

Roles and responsibilities:

• outlined, but still 

lacking clarity

• meet program 

expectations

• Defined

Roles and responsibilities:

• clearly outlined

• exceeding 

expectations 

• Defined 

0-6 7-13 14-20

Timeline
(10 Points)

Timeline unclear

Timeline doesn’t fit into 6 

weeks

Timeline for completion 

makes sense

Time for completion clear 

and concise

Timeline allows for youth 

development and input

0-3 4-7 8-10

Community 
Impact

(20 Points)

Impact on organization / 

community unclear

Impact on organization / 

community clear

Making an impact, but not 

within all potential areas

Meaningful impact on 

organization/community

Affects community, 

organization, program, 

youth AND Team Leaders

0-6 7-13 14-20

TOTAL SCORE



Host Site and Team Leader Checklist
Below is a checklist of activities to support host sites and Team Leaders to plan 
and prepare for G2O before it begins. 

Team Leaders & Host Sites Supervisors:

 � Welcome & Introduction - Tour of host site and introductions to various staff.

 � Check-in & Get to know each other – What does the Team Leader want to learn through 

this experience? What does the host site want to learn? What interests do you share?

 � Schedule a daily check-in between the host site supervisor & team leader (during 

program) – When, how and where will you check-in? Who else should be involved? What 

should you ensure you discuss each day?

 � Discuss relationship between host site supervisor and G2O participants – In what 

capacity will the host site supervisors be available on a daily basis? When they are in the 

room what will their role be? How will they support elevating youth voice and deepening 

youth-adult partnership? 

 � Create timeline for project completion – What is accomplished each week? What are the 

needs at various points of the project? What is the plan if the project is off track?

 � Connect with other host sites in [Town Name] – Establish what/when and how you will 

work together over the course of the summer to support project learnings, and student’s 

experience.

 � Coordinate with other host sites to schedule shared learning opportunities, set-up 

trainings or plan fun days.

 � Create a decision making matrix for youth – who is responsible for what, what decisions 

are entirely up to the youth, what decisions are ultimately made by the host site, etc. This 

could also include role clarity – whom do I go to for what, etc.?

Team Leaders (with support from Host Site Supervisors)

 � Research lunch sites and food options for participants – What places are close, affordable, 

and/or might be willing to provide one lunch over the course of the program?

 � Transportation: Are there transportation needs to figure out?

 � Partner Organizations: Review background information on other organizations that will 

be involved in the project, if possible set up a time for the Team Leader to meet with them.

 � Communication: What is the plan for communication between the different groups 

involved, participants, team leader, host sites, G2O coordinating organization, partner 

organizations, etc.? Is there a weekly debrief? If so who’s involved?



Career Workshop Agenda

Materials Needed for Volunteers: 

• Resume support sheet (30 copies)

• Interview skill sheet (50 copies)

• Interview questions (30 copies)

Additional Materials: FAME job wheels, icebreaker, post-its, pens, chime

Workshop Agenda

WELCOME/ICE BREAKER

10:00 – 10:20 (10 min)

Interactive opening activity that gets youth and interviewers getting to know each other. After 

Ice Breaker, youth go to separate room to prepare for resume and mock interviews (do another 

icebreaker with their Team Leaders). 

BRIEF TRAINING ON PROCESS 

10:20 – 10:40 (20 min)

Volunteers receive a brief training on the process of reviewing resumes and participating in 

mock interviews. They review the materials, discuss how to give feedback, review agenda, etc. 

Let volunteers know youth will have a job they are interested in and it would be great to craft 

one question specific to that job – if possible.  

MOCK INTERVIEW ROLE PLAY AND/OR RESUME PREP

10:20-10:40 (20 min), at the same time as the Volunteer Training    

• Role play interview with G2O staff where one of them is doing everything wrong 

(slouched, look at watch, late, text, uninformed, no questions, etc.)

• Let participants know ½ way through it will be stopped and you will get feedback from 

youth.

• Pick a job that they’d like to imagine interviewing for – share this with the interviewer and 

they will try to craft one question specific to that job.

• Gather feedback and have G2O staff incorporate feedback and do again

• Review agenda: 1:1 resume support, mock interview round 1, mock interview round 2 (so 

they’ll meet with 3 separate people - awesome networking opportunity).

• Answer any questions.



• Invite youth to go back downstairs at 10:40 as if they were walking into an interview:

• Find a spot across from a volunteer, introduce yourself, shake hands, and sit down.

RESUME REVIEW 

10:40-11:00 (20 min) 

1:1 conversation between youth and volunteer/G2O staff to review resume, give feedback, have 

a conversation about G2O experience, and help the young person prep for their mock interview 

with a different volunteer. 

MOCK INTERVIEWS

11:00 – 11:35 (35 min) 

Two rounds of mock interviews for 15 minutes each (extra 5 minutes for transition time). 

Interview 1:

• 10 min for youth to answer questions

• 3 min for youth to ask questions 

• 2 min for volunteer to give feedback

Interview 2: 

• Youth rotates to the next person immediately to their right. Volunteers stay in their seats. 

• Repeat above process above 

LARGE GROUP SHARE OUT 

11:35 – 11:45 (10 min) 

• Youth: What did you learn through this process?

• Volunteers: Share your resume and interview tips and tricks with all youth? 

REFLECTIVE & INTERACTIVE CLOSING 

11:45 – 12:00 (15 min)

What do you see? Everyone write on post-it (1-5 words): One skill you saw someone else 
use today? Put these on the whiteboard at the front of the room.

What do you see? Now everyone write on a post it: One thing you learned today you can see 

yourself using in the future? And put 1-4 on your poster in response to: today’s workshop 

content matters for my long term academic or career path.  (Put these on appropriate poster – 

guests put them on other side of whiteboard)

Thank everyone for participating!!

 



Example Agenda: Host Site & Team Leader 
Training

Topic Contents

Youth Empowerment

 ` Youth led

 ` Youth driven

 ` Youth leadership

10:30-11:00 (30 minutes) 

What are important elements of a positive, learning-rich, youth summer 

work experience?

• Write down 5 answers (use no more than 5 words and write them 

BIG)

• Give me the 3 answers you think no one else will have written

• Break up into groups of 4 and see if people find matches that are 

similar

• Group these ideas

• Give pairs a set of ideas and have them come up with a title that 

captures that grouping of words/ideas

Share out the different titles each group established

• Is there anything that jumps out at anyone?

• Is there anything missing?

Now we’re going to again reflect on our own projects and how we’ve 

incorporated these elements

Where is your project? 11:00-11:15 (15 minutes) 

Create a scale in the room

Based on the information you currently have about your project, put 

yourself on this range:

• Your project incorporates the majority of elements we identified 

(75%)

• Your project incorporates approximately half

• Your project incorporates less than half

Continued on following page



Topic Contents

Where is your project? 
(Continued)

Keep in mind you and your Team Leader/Host Site Supervisor may have 

different information and different responses to this question – that’s 

really valuable.

Invite folks to move to a spot on the continuum.

Once everyone has found a spot:

• What helped you decide where your project was on this 

continuum? (Acknowledge that this is hard because so much is 

unknown.)

• What do you notice?

Now is the time to ensure these sorts of pieces are built into the structure

• Example: “Youth Driven – which one definition was: Adults listen 

and adjust their ideas/plans – so a structural way of building that in 

is ensuring youth have the ability to share ideas with host sites, and 

host sites reflect back how the youth’s ideas are informing/shifting 

the direction of the project”

Another characteristic (identified in 2016) was Enriching Skills – can 

anyone identify a way they could build that into the structure of the 

daily/weekly schedule? 

Project Time—
Incorporation?

11:15-11:30 (15 minutes) 

In what ways can you build in 2-3 of the elements identified in the 

previous activity?

• How will you build these elements into your daily structure?

• What can you do to check back in on these elements during the 

summer?

Share Out:

• Each project share one example of how they incorporated one of 

these elements into their programming

Deeper Debrief:

• What are you noticing about how you can use similar activities/

models of activities with your groups?

• Pass out Characteristics handout (from 2016) and let folks know 

we’ll have their answers written up by tomorrow morning. 



21st Century Skills
Summary document created by Center for Youth and Communities at Brandeis University 
based on Partnership for 21st Century Skills (P21) http://p21.org

L E A R N I N G  A N D  I N N O V A T I O N  S K I L L S

Critical Thinking and Problem Solving

• Reason effectively

• Use systems thinking

• Make judgments and decisions

• Solve problems

Creativity and Innovation

• Think creatively

• Work creatively with others

• Implement innovations

Communication and Collaboration

• Communicate clearly

• Collaborate with others

Visual Literacy

• Recognize and interpret visual information

• Appreciate and understand visual 

information

Scientific and Numerical Literacy

• Evaluate scientific/numerical information

• Pose and evaluate scientific arguments

• Reason with mathematical concepts

Cross-Disciplinary Thinking

• Apply knowledge, attitudes, behaviors and 

skills across disciplines

Basic Literacy

• Use language to read, write, listen, and speak

I N F O R M A T I O N ,  M E D I A ,  A N D 
T E C H N O L O G Y  S K I L L S

Information Literacy

• Access and evaluate information

• Use and manage information

Media Literacy

• Analyze media

• Create media products

Information, Communications, and Technology 

(ICT) Literacy

• Apply technology effectively

L I F E  A N D  C A R E E R  S K I L L S

Flexibility and Adaptability

• Adapt to change

• Be flexible

Initiative and Self-Direction

• Manage goals and time

• Work independently

• Be a self-directed learner

Social and Cross-Cultural Skills

• Interact effectively with others

• Work effectively in diverse teams

Productivity and Accountability

• Manage projects

• Produce results

http://p21.org 


Leadership and Responsibility

• Guide and lead others

• Be responsible to others

2 1 S T  C E N T U R Y  T H E M E S

• Global Awareness

• Financial, Economic, Business, and Entrepreneurial Literacy

• Civic

• Literacy

• Health

• Environmental Literacy



Team Leader Training Feedback Form

Please share your feedback on the training you attended yesterday and today to help us 

maintain and improve the quality of the trainings we offer. We value your honest opinions!

1. Please answer the following questions about the content.

Please rate the extent to which you agree or disagree with the following statements, where 1 is Strongly 
Disagree and 5 is Strongly Agree.

To what extent do you agree with these statements in 
regard to your role in G2O this summer:

1 2 3 4 5

A I understand the value of youth-adult partnerships.     

B I understand the responsibilities that come with my role.     

C
I am comfortable making space for different perspectives 

and diverse ideas.  
    

D
I have the skills to support my team in understanding their 

roles and responsibilities.
    

E I am confident I can facilitate a group of youth.     

F I have the skills to support my team through challenges.     

G I understand successful decision-making practices.     

H
I know who to contact if I have a programmatic concern or 

feedback.
    

2. Are there areas you feel like you need more training or information in order to make this summer a 
success? If so, what do you need more information or training on? 

3. Do you have anything else to share or any questions or concerns?

Strongly 
Disagree

Strongly 
Agree



Inputs Activities Outputs Short-term Outcomes Mid-term Outcomes Long-term Outcomes*

What resources will use 
to enact your strategies?

What needs to be done 
to implement your 

strategies?
How do we know we are 

doing the work?
What knowledge, skills, 
capacity or perceptions 

will change?

What behaviors, 
practices or systems will 

change?

What long-term 
population conditions 

will change?

LOGIC MODEL

*The long-term outcomes are affected not by any single strategy but by ALL of the strategies and activities; they
may also be influenced by other work outside the scope of your project.

External Factors Influencing Your Organization:

Logic Model Workbook



51 Readiness Assessment

Readiness Assessment
The Cutler Institute has designed this readiness assessment to support organizations and individuals 

to better understand their capacity to implement a work-based learning program such as G2O. This 

assessment is designed to provide you with insight into your internal capacity in a number of critical 

areas that are central to the G2O model, including staffing, community partners, and funding. In each 

section, you have the opportunity to rate your agreement with a series of statements related to what 

we consider to be fundamental and foundational elements of the G2O model. Each section guides 

you in determining scores to help you reflect on your organization’s ability to implement the different 

components of the model and make decisions about your next steps. Ready? Let’s get started! 

How to use the Readiness Assessment

Using a scale of 1-5, please rate each statement in the following Staffing, Community 

Assets, and Funding categories considering how much you agree or disagree.

Use the tabs on the right side of the page to navigate to the corresponding categories.

1
STRONGLY 

DISAGREE

2
DISAGREE

3
NEUTRAL

4
AGREE

5
STRONGLY 

AGREE



52 Readiness Assessment

Staffing

It is critical to have dedicated staff to organize and implement the program. Suggested staff roles 

and responsibilities are outlined in the toolkit and may include: cultivating relationships  with 

schools, businesses and community organizations to serve as host sites and partners; recruiting 

youth participants and college-age Team Leaders; coordinating the summer schedule, and more. It is 

also important that there is buy-in from the leadership of your organization to support the time and 

resources that staff will need to commit to this program.

On a scale of 1-5, how much do you agree or disagree with the following statements considering your community and 

organization. 1 = strong disagree, 2 = disagree, 3 = neutral, 4 = agree, 5 = strongly agree.

Organizational/Staff Capacity and Experience Rate 1–5

Organizational leadership is committed to youth-focused workforce development/

career pathways programming

Our organization and staff have experience developing youth programming

Our organization and staff have experience in building youth/adult partnerships

Our organization has experience with recruiting and hiring youth and young adults 

Our organization has internal Human Resources practices and processes that 

support paying youth and young adults

Our organization has experience covering liability for host sites, such as offering 

workers compensation benefits

Staff in our organization have capacity to oversee G2O program implementation, 

which means dedicating 15-20 hours per week to G2O for at least 1-2 people

Staff have experience incorporating youth voice and reflection into trainings, 

workshops, and activities

Staff have youth-focused facilitation experience

Staff have knowledge of youth-focused workforce development concepts, including 

21st Century Skills development

Staff have experience building relationships with employer partners

Staff have experience building relationships with community-based organizations, 

including schools

Subtotal /60
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Training & Workshops Rate 1–5

Staff in our organization can lead trainings and workshops on: 

Team building

Job supervision

Conflict resolution

 Mentoring

Understanding group dynamics

Community organizing and engagement

Supporting diverse groups and addressing systemic oppression

Subtotal /35

Staffing Total Score /95

 Reflect on your scores. Are you lower in organizational and staff capacity/

experience or specific training content? If your scores are low in organizational and 

staff capacity, consider what internal shifts you could make to allocate more time 

or resources to this work. If you are lower in the training topics, consider whether 

there are partners you could collaborate with to strengthen your ability to provide 

essential workshops and trainings.

19 – 40

Is there one area (staff experience, workshops or trainings) where you were 

stronger/weaker? Is it possible to focus on one of these areas to strengthen your 

readiness to implement the program? And/or are there partner organizations you 

could collaborate with to offer components of the model?

41 – 75

This is a strong area for your organization. While there is always room to grow, it 

probably wouldn’t be too challenging for your staff/organization to design, facilitate 

and implement the programmatic components of G2O.

76 – 95
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Community Assets

G2O is most successful when it is a community-based effort. The G2O model is designed to bring 

together the assets of a local community in order to support the development of work-based skills and 

competencies for youth and young adults. Think about the local organizations and businesses in your 

community when completing the section below.

On a scale of 1-5, how much do you agree or disagree with the following statements considering your community and 

organization. 1 = strong disagree, 2 = disagree, 3 = neutral, 4 = agree, 5 = strongly agree.

Local Host Sites/Employers Rate 1–5

Local organizations/businesses need to fill current vacancies and build a talent 

pipeline

Local organizations/businesses represent a range of industries/sectors

Local organizations/businesses have experience with/interest in hiring youth (ages 

16-19)

Local organizations/businesses can commit to financial sponsorship of a project 

(typically $15,000 per project team)

Local organizations/businesses can identify 1-2 staff members who can support the 

project as a host site supervisor or on-site support

Subtotal /25

Partners/Support Services Rate 1–5

Local community partners offer financial management services/training, including 

how to open youth bank accounts

Local community partners make connections to wraparound supports for youth, 

including childcare, transportation, lunch, and mental health services

Local schools offer academic or extracurricular credit for work/internships 

completed during the summer

Local community partners offer trainings that complement the program, including 

those listed above under Trainings & Workshops

Our organization and staff have existing community-based partnerships that could 

support this work

Subtotal /25
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Community Assets Total Score /50

 Start small. Consider launching 1-2 host sites so that staff can deeply engage with 

them during the summer. Also consider partnering with 1-2 local organizations to 

provide support services that will bolster the young people’s experience.

10 – 20

 Are there 1 or 2 areas where you scored lower? Is it possible to focus on one of these 

areas to strengthen your readiness to implement the program? And/or are there 

partner organizations you could collaborate with to provide missing pieces?

21 – 35

This is a strong area for your organization. While there is always room to grow, it 

probably wouldn’t be too challenging for your staff/organization to engage local host 

sites and community partners that have helpful services to offer youth involved in 

the program.

36 – 50



56 Readiness Assessment

Funding

G2O is a program that takes time and resources to implement and oversee. It is important to build a 

budget and explore resource development early in the planning process. You will need funding to pay 

the wages of the youth participants and Team Leaders, as well as additional funding/support for staff 

time, supplies/materials, transportation, and lunch for the youth. Some host sites may be able to sponsor 

a project team while others may only be able to provide in-kind support. 

On a scale of 1-5, how much do you agree or disagree with the following statements considering your community and 

organization. 1 = strong disagree, 2 = disagree, 3 = neutral, 4 = agree, 5 = strongly agree.

Funding Sources Rate 1–5

Local funders are interested in work-based learning programs for youth and young 

adults 

Local employer(s) could sponsor a project team and cover all costs

Our organization has existing funding or resources that could be allocated to this 

program, including paying wages and purchasing supplies, food, etc.

Our organization is connected to our local Workforce Board or Career Center 

to access federal funds to support wages and other support services for youth 

participants 

Other private, public, local funding sources are available for our organization to 

apply for

Subtotal /25

Funding Total Score /25

Start small or don’t start. Is it possible to find ways to reallocate funds within your 

organization and/or partner with another organization whose mission aligns with 

youth employment?

5 – 10

 Is there one area (local funders, employers, others) where you scored higher/lower? 

Is it possible to focus on one of these areas to ensure you have funds to implement 

the program? And/or are there partner organizations you could collaborate with to 

minimize the costs of the program?

11 – 18

This is a strong area for your organization. While there is always room to grow, it 

probably wouldn’t be too challenging for your staff/ organization to engage funders 

and implement a well-resourced program.

19 – 25
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