Promising Practices for Social & Emotional Learning

2.4 Teamwork Practices
Abilities to collaborate and coordinate action with others.

INTRODUCTION
Teamwork skills have always been important and have become increasingly necessary in a crowded, global world
where the future depends on people working together successfully. Teamwork skills include many of the same
competencies as empathy: mutual respect, active listening, sensitivity to others’ feelings, and attentiveness to
diverse perspectives. What distinguishes teamwork skills from empathy is the ability to form a cohesive, highIXQFWLRQLQJJURXSWKDWZRUNVWRJHWKHUHHFWLYHO\WRZDUGVKDUHGJRDOV'HYHORSLQJWKHVHVNLOOVFDQEHDSRZHUIXO
H[SHULHQFHIRU\RXWK$V3DXO*ULɝQ)RXQGHUDQG3UHVLGHQWRI7KH3RVVLELOLW\3URMHFW 733 SXWLW
Once they feel like they belong, that’s a big deal. They get a thrill out of creating something over a long period
of time.
:HNQRZZKDWDQHHFWLYHWHDPORRNVOLNH0HPEHUVWUXVWHDFKRWKHUDUHFROOHFWLYHO\LQYHVWHGLQVKDUHGZRUN
DQGJRDOVDQGKDYHVKDUHGQRUPVRUDQHWKRVIRUKRZWKH\FRRUGLQDWHWKHLUHRUWVDQGVROYHSUREOHPVWKDW
DULVH7KHFKDOOHQJHVLQOHDUQLQJWHDPZRUNVNLOOVVWDUWZLWKWKDWXQFHUWDLQSURFHVVRIȴQGLQJFRPPRQJURXQG
DQGIRUPLQJDVRFLDOFRQWUDFWZLWKSHRSOHRQHPD\QRWNQRZ RUPD\NQRZDQGGLVOLNH $QGWKHQWKHUHLVWKH
FKDOOHQJHRIEDODQFLQJWKHKXPDQQHHGVIRUDXWRQRP\DQGVHOISURWHFWLRQ RIRQHȇVWLPHHPRWLRQDOHQHUJ\
DQGGLJQLW\ ZLWKWKHJLYLQJRIRQHVHOIWRWKHFRPPRQJRRGΖQGLYLGXDOVRIWHQGLHULQZKDWWKH\DUHDEOH
WRFRQWULEXWHȃLGHDVVNLOOVWDVNVWKH\FDQGRWKDWRWKHUVFDQȇWGRȃVROHDUQLQJWRQDYLJDWHIDLUQHVVFDQEH
FKDOOHQJLQJ<RXWKDOVRQHHGWROHDUQVWUDWHJLHVIRUGHDOLQJZLWKGLHUHQWW\SHVRIGLɝFXOWWHDPPHPEHUVDQG
DYRLGLQJGLHUHQWNLQGVRIXQFRQVWUXFWLYHJURXSG\QDPLFV
Similar to other social and emotional skills sets, teens best learn teamwork skills through doing. However,
substantial research shows that, left to themselves, certain groups of youth will teach each other deviant rather
than constructive group behavior47ΖQVXFFHVVIXOSURJUDPVVWDDOORZ\RXWKWROHDUQIURPHDFKRWKHUEXW
WKH\HQVXUHWKDWJURXSIRUPDWLRQJHWVRWRDJRRGVWDUWRIWHQWKURXJKVWUXFWXUHGDFWLYLWLHV7KH\KHOS\RXWK
FUHDWHDQGVXVWDLQSRVLWLYHJURXSQRUPVIRUPD[LPXPJURXSIXQFWLRQLQJDQGWKH\SURYLGHRQJRLQJPRGHOLQJ
FRDFKLQJDQGIDFLOLWDWLRQRIHHFWLYHJURXSSHUIRUPDQFH
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7DEOH7HDPZRUN6WDQGDUGVDQG3UDFWLFHΖQGLFDWRUV
KEY YOUTH EXPERIENCES
TRUST AND COHESION. Youth develop group cohesion and trust.
<RXWKSDUWLFLSDWHLQZRUNWHDPVWKDW 7 GHYHORSFRKHVLRQDQGWUXVWLQJUHODWLRQVKLSVDQG 7 DVHQVHRIJURXS
identity and purpose.
COLLABORATION. Youth participate in successful collaboration.
7 <RXWKZRUNWRJHWKHUWRZDUGVKDUHGJRDOV
7 <RXWKSUDFWLFHHHFWLYHFRPPXQLFDWLRQVVNLOOV HJWXUQWDNLQJDFWLYHOLVWHQLQJUHVSHFWIXOGLVDJUHHPHQW 
7 (DFKJURXSPHPEHUȇVFRQWULEXWLRQLVYDOXHGDQGDɝUPHG
TEAM CHALLENGE. <RXWKPDQDJHFKDOOHQJHVWRFUHDWLQJDQGPDLQWDLQLQJHHFWLYHZRUNLQJUHODWLRQVKLSV
7 <RXWKSUDFWLFHPDQDJLQJWKHFKDOOHQJHVRIJURXSZRUNVXFKDVPLVFRPPXQLFDWLRQREVWUXFWLYHEHKDYLRUDQG
FRQȵLFWRYHUJRDOVDQGPHWKRGV
STAFF PRACTICES
STRUCTURE. 6WDSURYLGHSURJUDPVZLWKQRUPVDQGVWUXFWXUH
7 6WDKHOS\RXWKFXOWLYDWHQRUPVDQGULWXDOVIRUHHFWLYHJURXSZRUN
MODELING. 6WDPRGHOWHDPZRUNVNLOOVZLWK\RXWK
7 6WDPRGHOVHQVLWLYHDQGKLJKOHYHOLQWHUSHUVRQDOIXQFWLRQLQJLQVWD\RXWKDQGVWDVWDLQWHUDFWLRQV
FACILITATING. 6WDIDFLOLWDWHRULQWHUYHQHDVQHHGHGWRIRVWHURUVXVWDLQ\RXWKOHGJURXSG\QDPLFVDQGVXFFHVVIXO
collaboration.
H  7 6WDIDFLOLWDWHRULQWHUYHQHDVQHHGHGWRIRVWHURUVXVWDLQ\RXWKOHGJURXSG\QDPLFV7KLVLQFOXGHV
I  FXOWLYDWLQJPXWXDODFFRXQWDELOLW\ HJE\FRPPXQLFDWLQJWKHLPSRUWDQFHRIDOO\RXWKȇVVXFFHVVIXO
FRQWULEXWLRQVWRWKHJURXSȇVZRUN  6HHDOVR5HVSRQVLELOLW\ 
J  LQWHUYHQLQJRQO\DVQHHGHGDOORZLQJ\RXWKWROHDGJURXSSURFHVVHV
K  KHOSLQJWRPDQDJHLQGLYLGXDOVȇSHUVRQDOLWLHVZKHQZDUUDQWHG HJWKURXJKRQHRQRQHFRQYHUVDWLRQV
EHIRUHGXULQJRUDIWHUDJURXSDFWLYLW\ 
L  GLXVLQJXQFRQVWUXFWLYHFRQȵLFWUHJURXSLQJUHRUJDQL]LQJJHWWLQJJURXSEDFNRQWUDFNDQGIXQFWLRQLQJZHOO
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KEY YOUTH EXPERIENCES
TRUST AND COHESION. Youth develop group cohesion and trust.
<RXWKSDUWLFLSDWHLQZRUNWHDPVWKDW 7 GHYHORSFRKHVLRQDQGWUXVWLQJUHODWLRQVKLSVDQG 7 DVHQVHRIJURXS
identity and purpose.

People develop the knowledge, skills, and aptitudes of teamwork through membership in well-functioning
WHDPV6RWKHȴUVWNH\H[SHULHQFHIRU\RXWKLQ6(/&KDOOHQJHSURJUDPVLVSDUWLFLSDWLQJLQJURXSIRUPDWLRQ7KLV
EHJLQVDWWKHVWDUWRIHDFKQHZVHVVLRQDVVWDSURPRWHFRKHVLRQDQGFROODERUDWLRQDPRQJWKHQHZJURXSRI
\RXWK)RUWKH6(/&KDOOHQJHSURJUDPVIRVWHULQJJURXSLGHQWLW\DQGEXLOGLQJWUXVWLQJUHODWLRQVKLSVLVHVVHQWLDO
to the success of the individual projects, so it is a priority from the start and continues to be a focus for the
duration. Trust and cohesion form an important base on which the other social and emotional skills are built.
$OORIWKH6(/&KDOOHQJHSURJUDPVKDYHDQH[SOLFLWIRFXVRQWHDPEXLOGLQJH[HUFLVHVDWWKHVWDUWRIWKH\HDU
7KH%R\V *LUOV&OXEVRI*UHDWHU0LOZDXNHH %*&*0 VSHQGVȂZHHNVDWWKHEHJLQQLQJVROHO\IRFXVLQJRQ
UHODWLRQVKLSEXLOGLQJWHDPEXLOGLQJDQGJURXSIRUPDWLRQ733ȇV3DXO*ULɝQGHVFULEHGKRZWHDPEXLOGLQJ
DFWLYLWLHVSURYLGHRSSRUWXQLWLHVIRU\RXWKWRSUDFWLFHWHDPZRUNVNLOOVDQGGHEULHIDQGGLVFXVVWKHLUH[SHULHQFHV
in a safe atmosphere:
:KHQLWFRPHVWRWHDPZRUNLWȇVDERXWGRLQJH[HUFLVHVWKDWDOORZ\RXWKWRZRUNWRJHWKHUDVDWHDPDQGWKHQ
SURFHVVRXWWKHLUH[SHULHQFHDVDWHDPVRWKDWWKH\ȇUHXQGHUVWDQGLQJWKHWHFKQLTXHVOLNHWKHFUDIWRIEHLQJD
good team member and how teams work, but also beginning to believe in that as an idea.
Team-building activities can range from initiatives to physical challenges to conversations. Laura Greenlee
.DUSSURJUDPFRRUGLQDWRUDW9R\DJHXU2XWZDUG%RXQG6FKRRO 92%6 GHVFULEHGRQHRIWKHLUDFWLYLWLHVZKHUH
developing trust is essential:
7KHUHLVDSHUVRQZKRLVEHOD\LQJDFOLPEHUDQGLIWKHFOLPEHUGRHVQȇWNQRZWKHEHOD\HULWLVGLɝFXOWIRU
WKHPWRFOLPEDIRRWURFNIDFHDQGNQRZWKHEHOD\HULVKROGLQJWKDWFOLPEHUȇVOLIHLQWKHLUKDQGV)LUVWLWLV
GLɝFXOWWRWUXVWWKHLUSHHUZKRWKH\PD\QRWFRQVLGHUYHU\UHVSRQVLEOHDQGDVNWKHPWRWDNHWKDWULVNDQG
VWHSRXWVLGHRIWKHLUFRPIRUW]RQHDQGWUXVWWKDWSHHU6HFRQGWRKDYHWKHFOLPEJRZHOOLVDKXJHGHDOIRU
them because it builds trust between the two.
3K\VLFDOFKDOOHQJHVOLNHWKLVSURYLGHJRRGFRQWH[WVIRUEXLOGLQJWUXVW7UXVWLVDOVRGHYHORSHGE\VKDULQJDWD
deeper level than what typically happens in the normal course of day-to-day peer interactions. One youth from
<:&$%RVWRQ <:%RVWRQ GHVFULEHGLWLQKHURZQZRUGV
$WΖQΖWZHȇUHWDONLQJPRUHDERXWLVVXHVDQGVWXWKDWDHFWVXVDQGZHVKDUHVRPHVWRULHVWKDWZHPLJKWQRW
have shared with some of the friends that we’ve known our whole lives. I feel like we are like a community,
and that we are really close in a way.
As the individual youth get to know each other better and understand the work ahead of them, members
GHYHORSDVKDUHGJURXSLGHQWLW\7KH\GLVFRYHUDQGVWDUWWRFDUHDERXWWKHȊZHȋ7KLVVHQVHRIJURXSLGHQWLW\
may form in part from developing a connection to a collective purpose, such as a set of goals that is bigger than
WKHPVHOYHV(OL]DEHWKȊ3RSS\ȋ3RWWHU'LUHFWRURI2SHUDWLRQVDW92%6H[SODLQHG
To me [purpose] is greater than goals. Purpose is more mission-driven. It helps create the group culture
and gives them an identity. I think of it as the values aspect of what brings the group together for their
FROODERUDWLRQΖQRXUZRUNWKHJURXSGHYHORSVDSXUSRVHWRJHWKHUDVWKH\SURJUHVVWKURXJKH[SHGLWLRQΖW
may take the shape of a mission statement or a group contract.
To achieve the group purpose or mission, the youth identify common goals. In many programs, veteran youth
KHOSFDUU\RYHUVRPHRIWKHFXOWXUHLGHQWLW\DQGPLVVLRQIURPSULRU\HDUV$W<RXWKRQ%RDUG <2% ZKHUH
FDPSDLJQVPD\ODVWVHYHUDO\HDUVDOXPQLUHHVWDEOLVKFRPPLWPHQWWRRQJRLQJFDPSDLJQVE\H[SORULQJWKHLU
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interests and motivations for working on issues that are important to the current group of youth. At BGCGM and
TPP, youth ask themselves what message they want the community to hear about the lives of teens. At Wyman,
youth identify the service they want to provide to the community. At VOBS, youth may agree to support each
RWKHUWRRYHUFRPHFKDOOHQJHVDQGWRQRWOHDYHDQ\WHDPPHPEHUVEHKLQG(OL]DEHWKȊ3RSS\ȋ3RWWHUVDLG
In the fall we are trying to do two things. One is get them to identify what they really want to accomplish and
the skills that they need to do that. Second, we hope to build the community so that they have the support
that they need and want from each other, so it’s a positive support group in helping each other achieve those
goals, and to remind themselves and each other when they’re falling away from that.
ΖQVRPHJURXSVWKLVVHQVHRIVKDUHGPLVVLRQOHDGVWRWKHH[SHULHQFHRIKDYLQJȊRQHYRLFHȋΖWPD\EHDFROOHFWLYH
YRLFHRIWKH\RXWKLQWKHLUSURJUDPRULWPLJKWUHȵHFWDPRUHXQLYHUVDOYRLFHRI\RXWKZKRDUHDOVRZRUNLQJIRUD
similar cause. Natalie Cooper, senior director of social emotional learning at BGCGM, said:
7KHQZHNLQGRIWDNHWKHNLGVRQDMRXUQH\WRVWDUWH[SORULQJWKLQJV7KDWH[SORUDWLRQPD\EHDQ\WKLQJIURP
DJURXSDFWLYLW\WRUHVHDUFKWRH[SRVXUH7KHQWKHNLGVKDYHWRNLQGRIKRQHLQFROODERUDWLYHO\DQGFROOHFWLYHO\
to identify one voice that will emanate across all the groups. So everybody has a voice, everybody wants to
EHKHDUGEXWIRUWKHVDNHRIWKHSURMHFWZHKDYHWRLGHQWLI\ZKDWWKDWXQLȴHGYRLFHLV
The development of group identity and trusting relationships is seen in reduced defensiveness, increased supportive
IHHGEDFNVWUHQJWKHQLQJUHODWLRQVKLSVUHFHLYLQJIRFXVHGDWWHQWLRQOLVWHQLQJSK\VLFDODHFWLRQKROGLQJKDQGV
DQGVKDULQJ7KLVJURZVRYHUWKHFRXUVHRIWKHSURJUDP7KHIROORZLQJLVDQH[DPSOHIURP3DXO*ULɝQDW733
:KHQWKH\ȇUHGRLQJSDLUHGZRUNLQWKHEHJLQQLQJ\RXNQRZMXVWVLPSOHPLUURULQJH[HUFLVHVWKH\FDQȇWHYHQ
VWDQGLQIURQWRIHDFKRWKHUIRUȴYHPLQXWHVZLWKRXWJLJJOLQJDQGEUHDNLQJGRZQDQGKDYLQJWRZDONDZD\7KH\
just can’t even be in the same space with another young person for that long. Fast forward nine months, and
suddenly they’re able to be backstage in a dark theatre for two hours at a time in each other’s presence.
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Development of trusting team relationships creates conditions for youth to begin practicing and honing skills
and sensibilities for working together.

COLLABORATION. Youth participate in successful collaboration.

&ROODERUDWLYHZRUNLVDFRPPRQHOHPHQWDFURVVWKH6(/&KDOOHQJHSURJUDPVDQGDQLPSRUWDQWNH\H[SHULHQFH
to learning teamwork skills. This includes collaborative work building a boat, conducting a community-service
SURMHFWRUDGYRFDF\FDPSDLJQDQRXWGRRUH[FXUVLRQRUZRUNLQJRQGHYHORSLQJUHODWLRQVKLSZLVGRPLQDJURXS
FRQWH[W7KHIROORZLQJVHFWLRQFRQWDLQVGHVFULSWLRQVRIWKUHHFRPSRQHQWVRIVXFFHVVIXOFROODERUDWLRQVKDUHG
JRDOVHHFWLYHFRPPXQLFDWLRQDQGYDOXLQJJURXSPHPEHUVȇFRQWULEXWLRQ$V\RXWKH[SHULHQFHWKHVHWKHLU
teamwork skills grow.
7 <RXWKZRUNWRJHWKHUWRZDUGVKDUHGJRDOV

+DYLQJJRDOVSXWVSXUSRVHDQGPLVVLRQLQWRVSHFLȴFWHUPV6KDULQJWKRVHJRDOVDQGWKHSXUSRVHWKH\VXSSRUWLV
essential to building teamwork. In some programs, the goals are easy to identify. An apprentice at Philadelphia
:RRGHQ%RDW)DFWRU\ 3:%) VDLG
:HDOOZDQWWKHFRPPRQJRDO:HMXVWZDQWDERDWWKDWFDQȵRDWLQZDWHU
$W92%6WKHJRDOPD\EHJHWWLQJWKHFDQRHWRPRYHIRUZDUGUDWKHUWKDQVLGHZD\V(OL]DEHWKȊ3RSS\ȋ3RWWHUDGGHG
6RPHWLPHVSHRSOHȴQGLWYHU\FKDOOHQJLQJWRPDNHDFDQRHJRVWUDLJKW7KH\NQRZWKDWLIWKH\ȇUHWKHSHUVRQ
in the back they have the most power in the boat, and it can become very frustrating if they can’t get their
ERDWWRJRVWUDLJKWΖȇYHVHHQVRPHSHRSOHVD\Ȋ:HȇYHJRWWRVZLWFKUROHVȋDQGWKH\PRYHDURXQGVRWKDWWKH\
ȴJXUHRXWWRJHWKHUKRZWRPDNHLWJRVWUDLJKWRUEHJLQWRSUDFWLFHWKHLUFDQRHVWURNHDQGWKHGLHUHQWNLQGVRI
strokes they can use to straighten out a canoe until they get it. Then they understand the power and the force
of their partner and what they need their partner to do to help them go down the river or across the lake.
In some programs, the youth must decide on the goal for their project. Whatever the goal, the youth learn that a
ODFNRIWHDPZRUNKLQGHUVUHDFKLQJWKHLUJRDO3DXO*ULɝQDW733VDLG
If you’re working together as a team to actually create something, and that work is being presented in front of
HYHU\RQHHOVHZHȇUHVHHLQJVRPHWKLQJVZRUNVRPHGRQȇW7KH\VWDUWWRKDYHDQH[SHULHQFHWKDWKDVDJRDO
that has meaning. You double down on that when you’re working on a show where a group will work together
over three or four months to create their narrative. As they’re going along and doing their run-throughs and
ORRNLQJDWWKHLUZRUNWKH\ȇUHVD\LQJȊ:RZWKLVVXFNVȋ:HȇUHOLNHȊ7KHUHDVRQLWVXFNVLVEHFDXVH\RXJX\V
DUHQȇWZRUNLQJWRJHWKHUYHU\ZHOOVRZKDWDUHZHJRLQJWRGR"ȋ$QGQRZZHȇUHWDONLQJDERXWKRZZHȇUHJRLQJ
to deal with that and now they’re having to apply all of that. The key is that they have to do it, they have to
build their team.
:KHWKHUWKHJRDOLVFOHDUIURPWKHVWDUWRUHPHUJHVRYHUWLPHZLWK\RXWKDQGVWDLQSXWKDYLQJDQGQDPLQJWKH
shared goal helps set the group up for success. As with purpose, common goals provide a shared investment
in an outcome that transcends individuals. It provides a rallying point for making shared decisions, navigating
disagreements, and deciding who will do what.
7 <RXWKSUDFWLFHHHFWLYHFRPPXQLFDWLRQVVNLOOV HJWXUQWDNLQJDFWLYHOLVWHQLQJUHVSHFWIXOGLVDJUHHPHQW 

(HFWLYHWHDPZRUNWDNHVDFHUWDLQVHWRIVNLOOVWKDWFDQEURDGO\EHWHUPHGFRPPXQLFDWLRQVNLOOV7KHVHVNLOOV
include turn-taking, active listening, respectful disagreement, and communicating clearly. For youth to learn
KHDOWK\WHDPZRUNVNLOOVHHFWLYHDQGUHVSHFWIXOFRPPXQLFDWLRQQHHGVWREHYDOXHGDQGQRUPDWLYH)RUPDQ\
SURJUDPVHVWDEOLVKLQJJURXSQRUPVDQGH[SHFWDWLRQVIRUFRPPXQLFDWLQJLVDSURFHVVWKDWW\SLFDOO\RFFXUVLQ
WKHȴUVWIHZPHHWLQJVDQGLVWKHQUHLQIRUFHGWKURXJKRXWWKH\HDU)RUPRUHRQWKLVSURFHVVVHH(PSDWK\
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Collaboration on a project requires that youth learn to communicate with each other. At YW Boston, youth who
DWWHQGWKHVDPHVFKRROPD\IRUWKHȴUVWWLPHEHZRUNLQJWRJHWKHURQDSURMHFW%HWK&KDQGOHUYLFHSUHVLGHQW
RISURJUDPVH[SODLQHG
They aren’t necessarily friends before they get here, so there are challenges in learning to work with people
ZKRPD\KDYHGLHUHQWZRUNVW\OHV<RXKDYHWROHDUQWROLVWHQDFWLYHO\EHFDXVH\RXQHHGWRKHDUZKHUH
HYHU\ERG\LVFRPLQJIURPVR\RXFDQWU\WRDOOPRYHLQDGLUHFWLRQWKDW\RXDOODJUHHRQ<RXKDYHWRȴJXUH
out how to manage time.
For some youth, learning to communicate well may mean training themselves to resist their typical behaviors
DQGUHDFWLRQVΖQWKLVH[DPSOHIURP(OL]DEHWK+RZDUGDUWLVWLFGLUHFWRURI$IWHUVFKRRO3URJUDPVDW733D\RXQJ
ZRPDQZDVDVNHGWRFKDQJHKHUEHKDYLRULQRUGHUWRȴWZLWKWKHJURXSH[SHFWDWLRQV
ΖȇYHKDGFDVWPHPEHUVZKRVWLFNZLWKWKHȴJKW7KDWȇVZKDWWKH\GRDQGLQWKHȴUVWWKUHHPRQWKVDQ\RQH
they don’t like, they threaten. They come into this program with that attitude. I had a girl do that and my
SURGXFWLRQWHDPKDQGOHGLW7KH\NHSWWDONLQJWRKHUȊ7KDWȇVQRWZKDWZHGRKHUH<RXGRQȇWKDYHWRGRWKDW
KHUHȋ$QGΖHYHQVDLGȊ<RXGRQȇWKDYHWRGRWKDWKHUH<RXFDQOHWLWJRΖNQRZLWȇVKDUGWROHWJR)RUVRPH
of us it’s scary because that’s what’s keeping us feeling safe, but you really don’t have to do it here. And you
FDQȇWGRLWKHUHΖI\RXȴJKWZHȇUHJRLQJWRDVN\RXWROHDYH<RXGRQȇWKDYHWREHWKDWSHUVRQKHUHȋ$QGRYHU
time, she let it go.
Work on collaborative projects presents many opportunities for youth to communicate with each other, and
VWDVXSSRUW\RXWKWRUHFRJQL]HZKHQWKHLUFRPPXQLFDWLRQLVHHFWLYHDQGZKHQLWȇVQRW5HVHDUFKRQWKH
GHYHORSPHQWRIWHDPZRUNLQFODVVURRPVLQGLFDWHVH[SODLQLQJKRZWRGRWKLQJVVXSSRUWVVNLOOOHDUQLQJIRUERWK
WKHJLYHUDQGWKHUHFHLYHURIWKHH[SODQDWLRQ. As youth become better communicators, they become better
DEOHWRH[SUHVVWKHPVHOYHVDQGLQWHUSUHWPHVVDJHVIURPWKRVHWKH\ȇUHZRUNLQJZLWK2IWHQWKHVHVNLOOVFDUU\
over into other parts of life. A youth from PWBF reinforced this concept:
In my school, some classes we do a lot more group projects, and originally, like back in eighth grade, I
would sit there in the group and just do my work and sit there and not talk at all. But now I take charge. I
try and make more friends since most of the time I don’t get put in groups with my friends. I learned how to
cooperate with people more and learned how to get the job done through the work of other people that I
don’t really [converse] with.

COLLABORATION. Youth participate in successful collaboration.
7 (DFKJURXSPHPEHUȇVFRQWULEXWLRQLVYDOXHGDQGDɝUPHG

Teamwork that engages and depends on the involvement of all members of the group has been shown to be an
HHFWLYHPRGHRIOHDUQLQJ5HVHDUFKVKRZVWKDW\RXWKDUHPRVWOLNHO\WROHDUQWHDPZRUNVNLOOVZKHQDFWLYLWLHV
are structured so that success can only be achieved through collaboration6WDDWVXFFHVVIXORXWRIVFKRRO
programs must identify the strengths, challenges, and working styles of the youth participants and work with
UDWKHUWKDQDJDLQVWWKHVHIDFWRUV<RXWKPD\KDYHGLHUHQWUROHVLQWKHSURMHFWDQGGHFLGLQJRQWKHVHUROHVVR
WKDWHDFKSHUVRQȇVFRQWULEXWLRQLVYDOXHGDQGDɝUPHGLVSDUWRIWKHSURFHVVLQVRPHSURJUDPV+HUHDUHWZR
H[DPSOHVIURP6(/&KDOOHQJHSURJUDPV
Julie Thayer at YW Boston: To accomplish their projects, students must work together to apply the skills
DQGNQRZOHGJHWKH\KDYHOHDUQHGWKURXJKRXWWKHSURJUDPWRDVSHFLȴFSURMHFW8VLQJWKHLUNQRZOHGJHRI
communication and leadership styles, delegates identify their respective skills and talents to inform their
action plans. They assign themselves tasks and hold themselves accountable for completion.
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Natalie Cooper at BGCGM: Through the process of that group work, somebody’s always going to step up to
EHDOHDGHUVRPHERG\LVDOZD\VJRLQJWRVWHSXSWRWDNHFKDUJH7KHNLGVKDYHNLQGRIEHHQDEOHWRLGHQWLI\
ZD\VWRJLYHGLHUHQWSHRSOHRSSRUWXQLWLHVWRGRWKDW6RLWNLQGRIIRUFHVWKHPWRFRPHWRWKHIRUHIURQWDQG
to act as a glue, if that makes sense, within their individual groups.
7KH6(/&KDOOHQJHSURJUDPVDOVRZRUNWRFUHDWHDFXOWXUHRIUHFRJQL]LQJWKHFRQWULEXWLRQVRILQGLYLGXDOVWR
WKHWHDP2IWHQWKLVLVGRQHE\ULWXDOVRUSUDFWLFHVRIH[SUHVVLQJJUDWLWXGHRUDɝUPDWLRQ$V5DFKHO*XQWKHU
associate director at YOB put it:
They create a culture of listening and understanding and empathy and respect and appreciation for one another.
$VWKH\HDUSURJUHVVHV\RXWKOHDUQWRH[SUHVVVLQFHUHVXEVWDQWLYHDQGVSHFLȴFDɝUPDWLRQVZKLFKLV
QRWHZRUWK\DVVXEVWDQWLYHDQGVSHFLȴFSUDLVHKDVEHHQVKRZQLQUHVHDUFKWREHDVVRFLDWHGZLWKLPSURYHG
learning7HHQD0DULH-RKQVRQHGXFDWLRQRUJDQL]HUDW<2%VDLG
:HGRDORWRIDSSUHFLDWLRQLQRXUZRUN$VWKH\HDUSURJUHVVHVZHȇOOQRWLFHGLHUHQFHVLQZKDWSHRSOH
DSSUHFLDWHΖQWKHEHJLQQLQJRIWKH\HDUWKH\ZHUHOLNHȊΖDSSUHFLDWH)DMDIRUDOZD\VKDQJLQJRXWZLWKPHDQG
EHLQJWKHUHIRUPHȋ$QGWKHQDWWKHHQGRIWKH\HDUWKHNLGVDUHOLNHȊΖDSSUHFLDWH)DMDIRUDOZD\VSXVKLQJ
PHWRGRWKHZRUNDQGDOZD\VEHOLHYLQJLQPHȋΖWJHWVGHHSHUDQGDORWPRUHSHUVRQDO
A similar ritual of appreciations occurs at the PWBF, as described by Victoria Guidi, program director, Boat Build
and Sail:
:HZUDSLWXSDWWKHHQGRIWKHQLJKWDQGWKLVLVZKHUHZHKDYHTXHVWLRQVDQGVWXGHQWVUHȵHFWRQWKHGD\
DQGRQWKHLUZRUNDQGZKHUHVWXGHQWVPLJKWZDQWWRUHFRJQL]HVRPHRQHIRUKHOS:HUHDOO\WU\WRPRGHO
WKDWOLNHȊ+H\\RXNQRZΖMXVWZDQWWRUHFRJQL]H-DYRQIRUUHDOO\KHOSLQJPHRXWWRJHWWKLVORQJERDUG
scarfed. It was heavy and your help really made it a lot easier for me and thank you for setting down your
ZRUNWKDWWLPHZKHQΖZDVLQQHHGȋ
6WDWLQJDSSUHFLDWLRQVDORXGWRWKHJURXSDɝUPV\RXWKȇVFRQWULEXWLRQVSURYLGHVLQVWUXFWLYHIHHGEDFNRQVNLOOV
they demonstrated, and strengthens the youth’s sense of belonging and importance to the group.
TEAM CHALLENGE. <RXWKPDQDJHFKDOOHQJHVWRFUHDWLQJDQGPDLQWDLQLQJHHFWLYHZRUNLQJUHODWLRQVKLSV
7 <RXWKSUDFWLFHPDQDJLQJWKHFKDOOHQJHVRIJURXSZRUNVXFKDVPLVFRPPXQLFDWLRQREVWUXFWLYHEHKDYLRUDQG
FRQȵLFWRYHUJRDOVDQGPHWKRGV

&UHDWLQJDQGPDLQWDLQLQJHHFWLYHZRUNLQJUHODWLRQVKLSVLVDQDGYDQFHGVNLOO7KHUHDUHPDQ\FKDOOHQJHV
WKDWFDQWKZDUWRUXQGHUPLQHHHFWLYHWHDPZRUNLQFOXGLQJSRRUFRPPXQLFDWLRQVNLOOVRUJURXSG\QDPLFV
disagreements, everyday work frustrations, negative energy or problem behaviors of individuals, and social
FRQȵLFWV7KHVHFKDOOHQJHVPXVWEHRYHUFRPHLQRUGHUWRZRUNHHFWLYHO\WRJHWKHU-HQQLIHU)UHHGFRH[HFXWLYH
GLUHFWRUDW$+$GHVFULEHGGLHUHQWUROHVDQGSDWWHUQVWKDWWHQGWRSOD\RXWLQJURXSG\QDPLFV
6RPHERG\WDONLQJZD\WRRPXFKVRPHERG\JRLQJDQGJRRȴQJDURXQGVRPHERG\KDUGO\WDONVRUORRNVDW
anybody, somebody’s always trying to bring somebody out and rescue them. I mean, they’re just human.
7KH\MXVWGRLW6RPHERG\LVDOZD\VWHOOLQJIDFWV>UDWKHUWKDQ@VKDULQJWKHLUIHHOLQJVȃWKDWȇVWKHNQRZLWDOO6R
these things just happen, and they happen very reliably, but we’re not our roles or our acts and so we really
facilitate the group to help people move out of their regimented roles.
'LHUHQFHVRIRSLQLRQDQGSHUVRQDOLW\RFFXUDQGQHHGWREHZRUNHGWKURXJKE\WKHJURXSZKHWKHUWKHHQG
product is a theatrical production, a community service project, or a boat. Natalie Cooper at BGCGM, said:
The process for getting kids to agree on anything is very tedious. There’s a lot of arguing. When the kids
DUHIRUFHGWREULQJWRJHWKHULGHDVDQGIRUPXODWHRQHWKHUHȇVDEDWWOH<RXGHȴQLWHO\FDQVHHWKHVWURQJ
personalities taking surface, but what’s even more powerful is when one of those strong voices can see that
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there’s a sister or brother in the room who has a thought like them, they want to say something, but they’re
scared to say something, and instead of using their voice to share their ideas, they share the idea of the
person who isn’t yet comfortable to speak. That’s powerful.
Beth Chandler at YW Boston said:
One of the other things that we work on over the course of the year is being able to give and receive
constructive feedback. It’s important particularly when you have to work in a team of people. So sometimes
youth might be very good at giving constructive feedback, but not always good at receiving it. We work
on being able to have conversations where youth are able to share their perspective, but then also hear
VRPHERG\HOVHȇVSHUVSHFWLYHDQGEHDEOHWRUHVSHFWZKDWWKDWSHUVRQLVVD\LQJHYHQLILWPD\EHGLHUHQW
IURPZKDWWKH\EHOLHYHDQGDOVREHDEOHWRWKLQNDERXWȊ:KDWVKRXOGΖEHWDNLQJDZD\IURPWKLVFRPPHQW"ȋ
Youth can take their frustrations out on each other. But sometimes they are able to move on easily. Laura
Greenlee Karp at VOBS:
I am, on a regular basis, completely shocked at one, how resilient kids are, and two, how forgiving and open
NLGVDUHDQGLWȇVDTXDOLW\WKDWΖDPYHU\HQYLRXVRI7KH\WKLQNȊ2ND\WKDWZHQWZURQJ7KDWGLGQȇWJRZHOO/HWȇV
PRYHRQ:HMXVWIRXJKWȴYHPLQXWHVDJRWKDWȇVFRROZHȇUHJRLQJWRPRYHRQDQGFRPHWRJHWKHUDVDJURXSȋ
Being comfortable with each other allows productive teamwork to emerge. A youth from the Boston Student
$GYLVRU\&RXQFLO %6$& DW<2%GHVFULEHGLWWKLVZD\
BSAC has some of the most beautiful debates I’ve ever seen. We can go on and on, but really all that
argument, all it really shows is how much we care about it and how much we put into it and how much we
ZDQWDVROXWLRQDQGKRZPXFKZHUHDOO\ZDQWDFKDQJH:HȇOODOOEHPDGDWHDFKRWKHUDQGWKHQWKHQH[WGD\
VD\Ȋ+H\JX\VȋΖWKLQNWKDWȇVWKHLPSRUWDQWSDUW:KHQZHȇUHGHEDWLQJZKHQZHȇUHJRLQJRYHUWKHVHWKLQJV
LWȇVDERXWȊ+HUHȇVZK\ΖWKLQNWKLVSDUWLVQȇWJRLQJWRZRUN7KDWZDVDJUHDWLGHDDQGΖWRWDOO\DSSUHFLDWH\RX
putting it out there, but here’s where I see that this part of your plan is not going to work and maybe this will
ZRUNEHWWHUȋ6RLWȇVDSURGXFWLYHHQYLURQPHQW
7KHVHDUHLGHDOH[DPSOHVRI\RXWKOHDUQLQJWHDPZRUNVNLOOVWKURXJKVHOIREVHUYDWLRQDQGUHȵHFWLRQERWK
LQGLYLGXDOO\DQGLQWKHJURXS:KHQWKHFRQGLWLRQVLQ 7 WR 7 DUHLQSODFH\RXWKOHDUQRQWKHLURZQDQGIURP
each other. They also learn how to learn within a group.
Youth can also learn when team challenges arise that involve problem behavior or negative energy that ends up
DHFWLQJWKHJURXS/\LQJSK\VLFDOȴJKWVDQGLQWHUSHUVRQDOUHODWLRQVKLSVDPRQJJURXSPHPEHUVDUHGLɝFXOWLHVWKDW
VRPHRIWKH6(/&KDOOHQJHVLWHVKDYHKDGWRGHDOZLWKDFFRUGLQJWRRXUUHVHDUFK(OL]DEHWK+RZDUGDW733VDLG
We had been working for about two months on the show, and they were getting on each other’s nerves and
JRWLQWRWKLVKXJHȴJKWLQWKHFDVWFLUFOHVRPXFKVRWKDWΖZDVKROGLQJERWKRIWKHPDSDUWE\P\KDQGV7KH\
were going to like ȴJKWȴJKWΖKDGWRGUDJRQHRIWKHPRXWLQWRWKHRWKHUURRPDQGWKHFDVWLVMXVWVLWWLQJ
WKHUH7KDWDHFWVWKHZKROHFDVWEHFDXVHQRZZKDW"7ZRRIRXUPHPEHUVDUHDERXWWRȴVWȴJKWZKLFKLV
the opposite of what we’re trying to do here. What do we do with that? So we had to sit down and have a talk
DERXWLW/LNHHYHU\RQHKDGWRFDOPGRZQDQGZHKDGWRGHDOZLWKWKDWFRQȵLFW7KHZKROHFDVWKDGWRGHFLGH
how we wanted to deal with that and what’s happening.
6RPHWLPHVWKHSUREOHPV\RXWKH[SHULHQFHDWKRPHFDQDHFWWKHWRQHRIWKHJURXS6WDFDQVXSSRUW\RXWKE\
RHULQJVRPHSHUVSHFWLYHRQGLɝFXOWVLWXDWLRQV6RPHWLPHVLWFDQEHWD[LQJRQSURJUDPOHDGHUVWRGHWHUPLQH
how to deal with some of these issues among participants which clearly have an impact on their peers. Victoria
Guidi at PWBF said:
ΖȇYHJRWRQHVWXGHQWZKRȇVJRWVRPHUHDOO\FKDOOHQJLQJVWXJRLQJRQDQGDWKRPHDQGKHEULQJVLWLQWR
WKHVKRSDOOWKHWLPHΖWȇVWD[LQJRQWKHNLGVΖWȇVGLɝFXOWΖGRQȇWNQRZKRZWRDGGUHVVLWΖWȇVDUHDOFKDOOHQJH
EHFDXVHΖNQRZWKDWLWȇVWRXJKIRUKLPȃWKHUHȇVDFDOOIRUKHOSDQGΖGRQȇWNQRZKRZWRJLYHLW+HKDVDQ
HHFWRQSURJUDPPLQJEHFDXVHKHPLJKWWDONDERXWLWWKURXJKRXWWKHQLJKWDQGNLGVJHWDQJU\DQGVKXWKLP
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R>$QRWKHU\RXWKFRPSODLQV@ȊΖFDQȇWVWDQGOLNHQRRQHFDQVWDQGKLP+HȇVJHWWLQJRQP\QHUYHVȋΖVD\
Ȋ/HWȇVVHSDUDWHΖWVHHPVOLNHLWȇVWRXJKIRU\RXULJKWQRZΖWVHHPVOLNH\RXȇUHKDYLQJDGLɝFXOWWLPHKHDULQJ
him bringing in what, to you, feels like negative energy. Let’s focus on the work at hand. Do you think you
FRXOGȴQGDZD\WRJRWRKLPDQGWU\WRUHGLUHFWKLVQHJDWLYHWDONWRWDONWKDWȇVZRUNUHODWHG"ȋ
6RPHRIWKHVWUDWHJLHVDQGVWUXFWXUHVIRUHHFWLYHO\GHDOLQJZLWKJURXSFKDOOHQJHVZLOOEHH[DPLQHGEHORZDV
SDUWRIWKHQH[WVWDQGDUG

STAFF PRACTICES
STRUCTURE. 6WDSURYLGHSURJUDPVZLWKQRUPVDQGVWUXFWXUH
7 6WDKHOS\RXWKFXOWLYDWHQRUPVDQGULWXDOVIRUHHFWLYHJURXSZRUN

(VWDEOLVKLQJQRUPVSURPRWHVDFRKHVLYHWHDPLGHQWLW\DQGIRVWHUVHHFWLYHJURXSZRUNZKLFKLQWXUQFUHDWHV
optimum conditions for learning. These norms may be established and practiced in the team-building activities
PHQWLRQHGXQGHU7DQG7EXLOGLQJWKHIRXQGDWLRQIRUWKHSRVLWLYHUHODWLRQVKLSVWKDWXQGHUJLUGHHFWLYH
WHDPZRUNΖQPDQ\SURJUDPVWKH\RXWKDUHLQYROYHGLQIRUPXODWLQJWKHVHQRUPV([DPSOHVIURP92%6<2%
DQG$+$VKRZXVZKDWWKLVFDQORRNOLNH
/DXUD*UHHQOHH.DUSDW92%6ΖWȇVOLWHUDOO\VLWWLQJGRZQDQGSXOOLQJRXWDSLHFHRISDSHUDQGDVNLQJȊ:KDWLV
LPSRUWDQWWRRXUJURXS":KRGRZHZDQWWREH":KDWDUHRXUQRQQHJRWLDEOHV"ȋ7KH\ȇOOWDONDERXWUHVSHFWLQJ
other people and respecting themselves. Sometimes there will be one that’s really important to the kids that
the instructors have never thought of. Then we write it all down and it allows students to set the tone for
every meeting. It’s something the instructors can fall back on because we’ve all agreed as a group that this is
who we want to be and how we want to do it.
7HHQD0DULH-RKQVRQDW<2%:HȇOOVHWXSJURXQGUXOHVOLNHȊVWHSXSVWHSEDFNȋΖI\RXQRWLFH\RXȇYHEHHQ
WDONLQJDORWWKHQ\RXPLJKWVWHSEDFNDQGOHWVRPHRQHZKRKDVQȇWVSRNHQDVPXFKKDYHWKHȵRRU
-HQQLIHU)UHHGDW$+$7KHȴUVWIHZZHHNVRI*LUOVȇ*URXSLVDERXWVHWWLQJWKHFXOWXUHDQGWKHQRUPV:H
talk to the girls right from the onset about what kind of culture they want to create, and we make a list of the
qualities the group needs to be the best it can be. We write down what things are going to be helpful in order
to have a safe and thriving group culture. They decide, but we also get to weigh in.
(VWDEOLVKLQJWKHQRUPVIRUJURXSZRUNHDUO\RQKHOSLQJ\RXWKWDNHRZQHUVKLSRIWKHVHQRUPVDQGUHLQIRUFLQJ
them as needed helps build a sense of shared accountability and provides a clear structure that youth can count
on within the program. Sometimes norms are created and reinforced by rituals. The norms and rituals create a
code that help youth learn how to contribute as members of high-functioning groups, including how to navigate
LQHYLWDEOHFRQȵLFWVDQGGLVDJUHHPHQWV1DWDOLH&RRSHUIURP%*&*0VKDUHGVRPHWKLQJVKHXVHVDWDOOKHUVLWHV
ΖZDVGRLQJD*LUOVȇ*URXSVL[\HDUVDJRDQGZHKDGDORWRIGUDPD6RΖHVWDEOLVKHG>WKHULWXDO@WKDWHYHU\
JURXSZLOOKDYHDER[ΖI\RXKDYHDSUREOHP\RXZULWHLWGRZQDQGSXWLWLQWKHER[ΖWȇVDQRQ\PRXVEXWZH
IRUPDFLUFOHDQGWDONDERXWZKDWȇVRQWKHSDSHUΖWȇVD3HDFH&LUFOHWRGHDOZLWKWKHFRQȵLFWWKDWȇVWDNLQJSODFH
:HXVHDWDONLQJVWLFNDQGQRRQHLVDOORZHGWRVSHDNXQOHVVWKH\KDYHLW:HSURFHVVWKHFRQȵLFWWKDWZD\
Sometimes language is used as a type of ritual or signal for the group to reset according to the norms and
agreements that they have made. Allison Williams, senior vice president, programs, at Wyman, described an
DFURQ\PWKDWIXQFWLRQVWKLVZD\523(6
)DFLOLWDWRUVRIWHQXVHWKHDFURQ\PRI523(6WRIDFLOLWDWHWKHWHHQVVHWWLQJWKHLURZQJURXQGUXOHV7\SLFDOO\
WKH523(6LGHQWLȴHGE\WHHQVLQFOXGHUHVSHFWDQGUHVSRQVLELOLW\RSSRUWXQLW\RSHQQHVVDQGȊRXFKȋ D
WHUPXVHGLIVRPHWKLQJRHQGV SDUWLFLSDWLRQDQGSRVLWLYHDWWLWXGHHGXFDWLRQHPSRZHUPHQWDQG
HVFXFKDU 6SDQLVKIRUȊWROLVWHQȋ DQGVHQVHRIKXPRUDQGVHQVLWLYLW\)DFLOLWDWRUVZLOODOVRDUWLFXODWHWKHLU
H[SHFWDWLRQVIRUWKHWHHQVDQGWHHQVFDQVKDUHWKHLUH[SHFWDWLRQVEDFNIRUIDFLOLWDWRUVWRGHYHORSDFRPPRQ
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XQGHUVWDQGLQJ7KH523(6DUHVLJQHGE\DOOJURXSPHPEHUVDQGSRVWHGLQWKHFOXEPHHWLQJVSDFHZKHUH
WKH\FDQEHUHIHUHQFHGWKURXJKRXWWKH7HHQ2XWUHDFK3URJUDP 723 FOXE
:KHQFRQȵLFWRUHPRWLRQDOWHQVLRQVJHWWKHJURXSRWUDFNVWDPD\UHPLQGWKH\RXWKWRȊ5HPHPEHURXU523(6ȋ
In VOBS, the youth have another acronym tool, PROPS, that functions similarly. Laura Greenlee Karp described it:
We were having a rough time with people talking over each other. So we gave the kids a tool called PROPS:
People Respecting Other People Speaking. When we were standing in a circle and people would talk [out of
WXUQ@WKHLQVWUXFWRUVZRXOGEHTXLHWDQGRWKHUVWXGHQWVZRXOGMXVWVD\Ȋ35236ȋDQGWKDWZDVWKHFXHIRUWKH
students to be quiet and continue to focus.
:KLOHFHUWDLQULWXDOVDUHXVHGLQWLPHVRIGLɝFXOW\RUFRQȵLFWVWDQGDUGULWXDOVDQGSUDFWLFHVWKDWSURPRWHD
sense of group identity, cohesion, and camaraderie are woven into the everyday fabric of many programs.
5HJXODUSUDFWLFHVRIUHȵHFWLRQDɝUPDWLRQVRUKDYLQJGLQQHUWRJHWKHUUHLQIRUFHWKHUHODWLRQVKLSVWKDWVXSSRUW
teamwork. Allison Williams at Wyman shared:
Initial program activities include getting-to-know-you icebreakers and games to help all teens feel welcome and
begin to form as a supportive group. Facilitators may use name games, group games, team-building activities, and
other simple challenges that allow teens to get acquainted with each other, with TOP, and with their facilitators.
MODELING. 6WDPRGHOWHDPZRUNVNLOOVZLWK\RXWK
7 6WDPRGHOVHQVLWLYHDQGKLJKOHYHOLQWHUSHUVRQDOIXQFWLRQLQJLQVWD\RXWKDQGVWDVWDLQWHUDFWLRQV

6(/&KDOOHQJHSURJUDPVGHVFULEHGWKHLPSRUWDQFHRIVWDPRGHOLQJWKHEHKDYLRUVDQGVNLOOVWKH\ZDQWWKH
\RXWKWRGHYHORSΖQHDFKSURJUDPVWDDUHH[SHFWHGWRPRGHOVRFLDODQGHPRWLRQDOVNLOOVLQRUGHUWRPD[LPL]H
JURXSIXQFWLRQLQJ-HQQLIHU)UHHGDW$+$VDLG
We ask facilitators to constantly up their game in terms of modeling spontaneity, responsibility, positive
attitude, accountability, and teamwork.
7KHHVVHQFHRIPRGHOLQJHHFWLYHWHDPZRUNVNLOOVLVLQWHJULW\EHLQJDQH[DPSOHRIWKHTXDOLWLHV\RXHVSRXVH
for the youth. Keeping one’s word is important. You mean what you say, both in terms of the commitments you
make to the group and also in the caring you communicate. La’Ketta Caldwell, senior program manager of Social
(PRWLRQDO/HDUQLQJDW%*&*0VDLG
We don’t just say it, we show it through our actions. When we say we’re going to do something, we do it. If we
FDQȇWZHDSRORJL]HDQGVD\Ȋ<RXNQRZZKDWΖDSRORJL]HEXWΖȇPQRWJRLQJWREHDEOHWRGRWKLVULJKWQRZ&DQ
\RXJLYHPHPRUHWLPH"ȋLQVWHDGRISUHWHQGLQJOLNHZHZHUHJRLQJWRGRLWDQGMXVWȊ2K\HDKWKH\ȇOOIRUJHWȋ
.LGVGRQȇWIRUJHWWKDWVWX
+RZHYHUWKHPRGHOLQJPXVWEHGRQHZLWKLQWKHLUUROHDVDVWDPHPEHU
-HQQLIHU)UHHGDW$+$VDLG

One of the things we found out the
PRVWLVZHFDQȇWEHWKHLUIULHQGV
—Jennifer Freed, AHA!

One of the things we found out the most is we can’t be their friends. So we have a very important boundary
that we maintain of being incredibly authentic and vulnerable and connected, while also being very clear that
we’re not the people for them to go to. They go to each other. Our role stays as motivators and mentors but not
as parents and not as therapists and not as friends. We’re facilitators of their own connections to each other.
%HLQJDQHHFWLYHPRGHOWR\RXWKUHTXLUHVDOZD\VWKLQNLQJDERXWKRZ\RXWKPD\EHLQWHUSUHWLQJDQGWKLQNLQJ
DERXWZKDW\RXDUHVD\LQJRUGRLQJ3DXO*ULɝQDW733VDLG
733VWDDQGDUWLVWVDUHDVNHGWRFRQVLVWHQWO\ORRNDWZKDWWKH\DUHGRLQJQRWMXVWZKDWWKH\DUHVD\LQJ
and to be aware that what they are doing is the basis for their youth’s understanding of them. Integrity is a
FRUQHUVWRQHRIRXU\RXWKVWDUHODWLRQVKLSV6WDH[DPLQHHDFKDQGHYHU\RQHRIWKHLUDFWLRQVDQGLQWHUDFWLRQV
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with youth through this lens, asking ourselves if we are responding to our youth in a way that aligns with our
PLVVLRQDVDQRUJDQL]DWLRQZKLFKLVWRHPSRZHU\RXWKWRWUDQVIRUPWKHQHJDWLYHIRUFHVLQWKHLUOLYHVDQG
FRPPXQLWLHVLQWRDFWLRQDQGVXSSRUWWKHLUUHDOL]DWLRQRIWKHLUYLVLRQIRUWKHLUOLYHVDVGHWHUPLQHGE\WKHP
7KHVWDDW$+$VKDUHGDQH[DPSOHRIDGGUHVVLQJDFKDQJHGJURXSG\QDPLFE\FKDQQHOLQJWKHLUHPRWLRQDO
response into respectfully starting a conversation about getting the group back on track. Jennifer Freed described it:
ΖQVLGHRIXVZHIHHOHQUDJHGDQGLUULWDWHGEXWZKDWZHVD\LVȊ:RZWKHJURXSLVIHHOLQJUHDOO\IUDFWXUHGDQG
WKLVLVUHDOO\KDUGDQGLVWKLVKRZ\RXZDQWLWWREH"ȋ$QGZHDVNWKHPȊ+RZLVLWJRLQJIRU\RXWRKDYHLWEH
OLNHWKLV"ȋ$QG\RXNQRZZHPLJKWPDNHDSHUVRQDOVWDWHPHQWDERXWWKHLPSDFWWRRXUVHQVHRIUHODWHGQHVV
ZLWKWKHJLUOV6RZHPLJKWVD\Ȋ<RXNQRZΖȇPIHHOLQJUHDOO\VDGDQGXSVHWWKDWZHȇUHQRWIHHOLQJOLNHDJURXS
ULJKWQRZ:KDWGRZHQHHGWRWDNHWKLVWRDQRWKHUOHYHO"ȋ
6WDDOVRPRGHOHHFWLYHFRPPXQLFDWLRQE\DGMXVWLQJWKHWRQHDQGFDGHQFHRIWKHLUYRLFH9LFWRULD*XLGLDW
PWBF said:
If I see that students aren’t communicating very well I take a moment to address it. I try to do it in a professional
ZD\VRWKDWWKH\FDQUHȵHFWDQGVHHKRZWKH\ȇUHWUHDWLQJHDFKRWKHUΖIΖVWHSEDFNDQGOLVWHQWRWKHWRQHRI
my voice or the choice of my words that can totally change the dynamic of what we’re working on. It will lift
whatever negativity is present and dividing us.
7RPRGHOWHDPZRUNVNLOOVVWDPXVWSD\DWWHQWLRQWRWKHLURZQEHKDYLRUDQGDFWLRQVDQGWKHLPSDFWWKRVHKDYH
on the youth. They demonstrate their skills in their interactions with youth and also in how they treat their coZRUNHUV6WDLQWHUQDOL]HWKHVNLOOVRYHUWLPHUHȵHFWLQJWKHLURZQOHDUQLQJEDFNWRWKH\RXWK(OL]DEHWK+RZDUG
at TPP shared how she models what she’s learned:
ΖWȇVHDV\IRUPHWRWHDFKWKLVVWXQRZEHFDXVHΖEHOLHYHLWDQGΖGRLWΖWGRHVQȇWIHHOOLNHΖȇPWU\LQJWRWHOOWKHP
something I’m not willing to do myself. When I say it’s hard and that it’s typical because emotions are running
high, I’m saying that because I have done it and I fail too.
FACILITATING. 6WDIDFLOLWDWHRULQWHUYHQHDVQHHGHGWRIRVWHURUVXVWDLQ\RXWKOHGJURXSG\QDPLFVDQG
successful collaboration.
M  7 6WDIDFLOLWDWHRULQWHUYHQHDVQHHGHGWRIRVWHURUVXVWDLQ\RXWKOHGJURXSG\QDPLFV7KLVLQFOXGHV
N  FXOWLYDWLQJPXWXDODFFRXQWDELOLW\ HJE\FRPPXQLFDWLQJWKHLPSRUWDQFHRIDOO\RXWKȇVVXFFHVVIXO
FRQWULEXWLRQVWRWKHJURXSȇVZRUN  6HHDOVR5HVSRQVLELOLW\ 
O  LQWHUYHQLQJRQO\DVQHHGHGDOORZLQJ\RXWKWROHDGJURXSSURFHVVHV
P KHOSLQJWRPDQDJHLQGLYLGXDOVȇSHUVRQDOLWLHVZKHQZDUUDQWHG HJWKURXJKRQHRQRQHFRQYHUVDWLRQV
EHIRUHGXULQJRUDIWHUDJURXSDFWLYLW\ 
Q  GLXVLQJXQFRQVWUXFWLYHFRQȵLFWUHJURXSLQJUHRUJDQL]LQJJHWWLQJJURXSEDFNRQWUDFNDQGIXQFWLRQLQJZHOO

6WDWKURXJKRXWDOOWKH6(/&KDOOHQJHSURJUDPVZRUNWRHVWDEOLVKSRVLWLYHJURXSQRUPVDQGPDLQWDLQWKH
cooperative dynamics and participation that are essential to teamwork and to youth learning teamwork skills.
6WDSOD\DQRQJRLQJGD\WRGD\UROHDVDPRQLWRUSDUWLFLSDQWFRDFKRIJURXSSURFHVVHVDQGG\QDPLFV7KH\
may also be part of the group and share their personal thoughts when others share.
2QHRIWKHZD\VVWDIDFLOLWDWHWHDPZRUNLVE\DOORZLQJDQGHQFRXUDJLQJWKH\RXWKWKHPVHOYHVWRPDQDJHWKH
group dynamics as much as possible. Laura Greenlee Karp from VOBS said:
7KH\DUHWKHLURZQUHJXODWRUVΖIWKHUHLVVRPHERG\ZKRLVKDYLQJDQRGD\DQGLVEHLQJQHJDWLYHWKHJURXS
has, hopefully, already come up with how they’re going to handle that.
6WDFXOWLYDWHDQXQGHUO\LQJHWKRVWKDW\RXWKDUHDFFRXQWDEOHWRHDFKRWKHUWRWKHJURXSDQGWRWKHSURJUDP
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PWBF establishes youth team leaders whose role it is to help keep small groups on track. Being close in age to
the youth, these team leaders often have ideas and insights that help them relate to the small groups. They also
VHUYHDVLQWHUPHGLDULHVEHWZHHQWKHOHDGVWDDQGWKH\RXWKWHDPV7KH\KHOSFRQYH\WKHSRVLWLYHFXOWXUHDQG
YDOXHVWRWKHJURXSDQGWKH\FRPPXQLFDWHZLWKVWDZKHQWHDPVFRQIURQWVRFLDODQGHPRWLRQDOFKDOOHQJHVWKDW
DUHEH\RQGWKHWHDPOHDGHUȇVVNLOOOHYHO([HFXWLYH'LUHFWRU%UHWW+DUWH[SODLQHG
There are three teams, one for each boat, and each team has a team leader. Part of the purpose of that is to
have a person who is a moderator for discussion with the group. Conversation comes out in group discussion.
Victoria is not shy about engaging kids and having them talk about challenges. She’ll often have a conversation
with the team leader in advance and she can get insight from the team leader that she might not have had
before. That actually happens quite frequently.
$OORZLQJ\RXWKWROHDGLVVXFFHVVIXOZKHQVWDHHFWLYHO\PRGHO
LQWHUSHUVRQDOVNLOOVDQGSURYLGHWKH\RXWKZLWKLQGLYLGXDOL]HGVFDROGHG
OHYHOVRIVXSSRUW+RZHYHUWKHVWDWDNHDPRUHDFWLYHRUDVVHUWLYHUROH
ZKHQQHFHVVDU\6WDDUHJXDUDQWRUVRIWKHJURXSȇVSURFHVVHVDQGOHDUQLQJ
6WDPRQLWRUWKHZRUNRIWKH\RXWKDQGKHOSPDQDJHWHDPFKDOOHQJHV
They also hold the youth accountable to the goals and guidelines
established and help calm emotions. Allison Williams at Wyman provided
DQH[DPSOHRIKRZVWDPLJKWUHIRFXV\RXWKGXULQJDFKDOOHQJH
Ȋ+H\ZHFDQZRUNWKURXJKWKLVΖWȇVRND\IRUSHRSOHWRGLVDJUHHEXW
what we’re talking about is right here within our TOP club, what we’ve
agreed to, and how we committed to engaging with one another. Can
ZHEHJRRGWKHUH"ȋ
6WDPDQDJHJURXSVLWXDWLRQVE\WDNLQJGLHUHQWDSSURDFKHVZLWK
GLHUHQWSHUVRQDOLWLHV0DNLQJWKHSURFHVVH[SOLFLWDQGXVLQJKXPRUZDV
UHFRPPHQGHGE\-HQQLIHU)UHHGIURP$+$
The know-it-all and monologuers are my job because they’re hard.
6RZKDWΖGRLVXVHDORWRIKXPRU7RWKHPRQRORJXHUVΖȇOOVD\Ȋ<RX
KDYHDQH[WUDRUGLQDU\DPRXQWRIJRRGWKLQJVWRVD\DQGZHQHHG
you to hold back so other people can learn to do that too. We’re going
to have an agreement that you’ll get to say what you want, but you’ll
OHDUQKRZWREHLQDUHODWLRQVKLSZLWKRWKHUVDQGQRWJRRQWRRORQJȋ
I say it over and over and over, but I’m making good rapport with the
girls, and we laugh about it. With the know-it-all or the drama queen
RUWKHORQHUΖXVHKXPRUDQGΖPDNHLWH[SOLFLW
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We intentionally use the term
ȊIDFLOLWDWRUȋIRUWKHDGXOWVZKR
work directly with the teens.
The facilitator’s role is to
SURYLGHH[SHULHQFHVWKDWOHDG
to discussions through which
WKHJURXSFDQH[SORUHLVVXHV
and learn. During training,
new facilitators learn that the
facilitator’s role includes:
• 7ZRZD\FRPPXQLFDWLRQȃ
participants do most of the
WDONLQJIDFLOLWDWRUJXLGHV
learning through strategic
questions, dialogue, and
modeling
• 'HȴQLQJWKHHGXFDWLRQDO
process with input from teens
• Setting the stage for teens to
OHDUQWKURXJKWKHH[SHULHQFH
• Allowing learners to take an
active role
• Focusing on feelings and
attitudes as well as information
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6LWXDWLRQVWKDWHVFDODWHRUWKUHDWHQWKHVHFXULW\RIWKHJURXSPD\EHKDQGOHGLQYDULRXVZD\V(YHQLQH[WUHPH
FDVHVVXFKDVȴJKWLQJWKHVWDPD\NHHSWKHJURXSDVDZKROHLQYROYHGLQGHFLGLQJKRZWRKDQGOHDVLWXDWLRQ
DeVonne Bernard, director, Teen Outreach Program at Wyman, admitted they have had challenges:
ΖPHDQZHȇYHKDGVRPHFKDOOHQJHV:HȇYHKDGȴJKWVLQWKHSURJUDP6RPHRIWKRVHKDYHUHDOO\EURXJKW
DERXWKXJHFKDQJHVLQWKHSHHUUHODWLRQVKLSVZLWKLQWKHJURXSVDQGHYHQUHODWLRQVKLSVZLWKVWD:HUHDOO\
try to understand what happened and what’s going on with the teens. There have been times where, as a
JURXSWKHZKROHJURXSGHFLGHGȊ1RZHGRQȇWZDQWWKHSHUVRQWRJRȋ:HȇYHUHDOO\ZRUNHGRQLWDQGWULHGWR
make sure that everybody felt like this was a safe place.
$W%*&*0VWDIDFLOLWDWHDSHDFHIXODQGVWUXFWXUHGSURFHVVZKHUHE\\RXWKFRPPXQLFDWHDQGUHLWHUDWHJURXS
norms and clarify whether someone wants to remain part of the group or not. Natalie Cooper shares an
H[DPSOHIURPRQHRIWKHVHVVLRQV
La’Ketta brought it home talking about how everybody is equal and the same and we have love for them all and
that’s the love that we want to share with each other. That is Agape love. The whole session ended up talking
DERXW$JDSHORYHDQGRQFHWKDWKDSSHQHG/Dȇ.HWWDRSHQHGXSWKHȵRRUIRUZKDWZHVRPHWLPHVFDOOȊ&RQȵLFW
&LUFOHȋZKHUHLWȇVWLPHWRKDVKWKLVWKLQJRXW7KHNLGVWDONHGLQDSURGXFWLYHZD\QR\HOOLQJQRVFUHDPLQJEXW
just kind of put it out there to the young lady about what she was doing. They held her accountable to either
change or not be a part of the group anymore. She decided the group wasn’t for her, and we were okay with
WKDWEHFDXVHVKHGLGQȇWȴWZLWKWKHG\QDPLFDQGVKHZDVQȇWZLOOLQJWRSOD\E\WKHUXOHV
2QHFRQYHUVDWLRQZDVDVKDUSGLVDJUHHPHQWRYHUWKHXVHRISRWHQWLDOO\RHQVLYHODQJXDJH-XOLH7KD\HUΖQΖW
SURJUDPPDQDJHUDW<:%RVWRQVKDUHGDVWRU\ZKHUHDYROXQWHHUVWDPHPEHUZDVDEOHWRDVVLVWWKH\RXWKLQ
GLXVLQJWKHHPRWLRQDURXQGGLVDJUHHPHQWVDERXWZKHWKHUDQGLQZKDWFRQWH[WVWKHȊ1ZRUGȋLVDFFHSWDEOH
6RPH\RXWKIHOWLWKDVEHHQUHFODLPHGZLWKLQKLSKRSFXOWXUHDQGKDVDQDHFWLRQDWHPHDQLQJZKHQXVHG
among black youth, especially if the r is dropped. But:
2WKHUVVDLGȊΖWȇVDVKDPHIXOSDUWRIRXUKLVWRU\:K\ZRXOG\RXZDQWWRUHFODLPWKDW":KDWGRRXUHOGHUV
WKLQN":HQHHGWRUHVSHFWJHQHUDWLRQDOGLHUHQFHVDERXWLWȋ6RPHRIWKHZKLWHVWXGHQWVVDLGȊ:HOOLI\RX
FDQVD\LWZK\FDQȇWΖ"ȋΖWJRWUHDOO\LQWHQVH:HKDYHDZRQGHUIXOYROXQWHHUVWDPHPEHUZKRKDVEHHQ
involved in racial justice work for a long time. He let the youth drive the conversation but did a very nice job
of reminding students that the most important thing they were doing was having this conversation. That it
wasn’t something they would solve today or maybe ever come to resolution on. The important thing is that
WKH\ZHUHOLVWHQLQJWRRQHDQRWKHUDQGKDYLQJWKHFRQYHUVDWLRQLQWKHȴUVWSODFH
At YW Boston, the emphasis is on the importance of learning to understand others and have a respectful
dialogue rather than resolving the issue or making rules about it. Successful teamwork and collaboration is
VRPHWKLQJ\RXWKDQGVWDZRUNRQWRJHWKHU7KH\RXWKWKHPVHOYHVUHFRJQL]HWKHYDOXHRIWHDPZRUN2QH\RXWK
from YW Boston put it this way:
I watched a video that talked about how our human society is very similar to an ant colony. How an ant
colony only functions when those massive amounts of ants have really, really good teamwork and they all
GRZKDWHDFKRIWKHPLVGHVLJQHGWRGRΖWȇVVLPLODUWRRXUVKRZDQHQJLQHHUFDQQRWH[LVWZLWKRXWWKHIDUPHU
RUWKHWHDFKHU<RXNQRZDOOWKHVHWKLQJVDUHLQWHUFRQQHFWHGȃZLWKRXWRQHWKHUHLVQRRWKHU6RWKDWȇVKRZ
VRFLHW\IXQFWLRQVZHDOOZRUNWRJHWKHUWRKHOSHDFKRWKHURXWDQGXVHRXURZQVNLOOVWREHQHȴWHDFKRWKHU
Youth learn valuable skills for teamwork from helping to create and participate in well-functioning groups.
7KHVHJURXSVDUHFKDUDFWHUL]HGE\DFXOWXUHRIDXWKHQWLFFDULQJDQGKDYLQJHHFWLYHUHVSHFWIXOSURFHGXUHV
IRUUHVROYLQJGLHUHQFHV
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