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Module 4 introduces the fourth component of the Juntos 4-H Program: Success Coaching and 
Mentoring. Juntos 4-H Success Coaching and Mentoring focuses on fostering a one-on-one 
relationship that is dedicated to impacting the day-to-day academic success of youth. This 
module will give you access to PowerPoint slides that will engage your audience members in a 
conversation about how this facet of the program can benefit local communities and/or your 
state. In addition, this module outlines how success coaching and mentoring is used to bridge 
relational and communication gaps between youths, parents, and schools.        

Module 4 will cover four focus areas that give a picture of how to implement Success 
Coaching and Mentoring within the Juntos 4-H Program:

• Cultural Considerations when implementing Success Coaching and Mentoring.

• Planning for success coaching and mentoring.

• Implementing success coaching and mentoring.

• Retaining families in the program through success coaching and mentoring. 

• Supplies needed: Index cards, pens, paper, projector, computer, WIFI,

• Handouts Needed: Copy of success coaching and mentoring timelines (provided in PPT)

In addition to this module, the Juntos Program at NC State University provides training and technical assistance for implementing 
Juntos 4-H Success Coaching and Mentoring. Success coaching in particular is a practice that requires professional development, 
experience, and on-going support from a local supervisor, while mentoring requires someone who can manage the work of recruiting, 
training, and maintaining volunteer mentors. To be successful, this component will require strong partnerships with the school system, 
community, and various supporters from your state and/or local extension office.  

For more information about Juntos 4-H, and/or if you are interested in implementing the Juntos 4-H Program in your state, please 
contact Diana Urieta:

  
Diana Urieta, MSW
National Juntos Program Director
Department of Agriculture and Human Sciences
NC Cooperative Extension, NC State University
Ph: (919) 515-8479 
dmurieta@ncsu.edu

Introduction

mailto:dmurieta%40ncsu.edu?subject=
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Slide 1 

WHAT TO SAY: Welcome to Module 4, Juntos 4-H Success 
Coaching and Mentoring! 

This module will inform 4-H agents, educators, Family 
Consumer Science (FCS) professionals, volunteers, and 
community partners about four key areas that will lead to the 
successful implementation of Juntos 4-H Success Coaching and 
Mentoring. 
 
This module is the fourth in a series of five Juntos 4-H modules, 
all of which have been made possible through National 4-H 
Council’s partnership with NC State University and the New 
York Life Foundation. 

WHAT TO SAY: Let’s recap what we learned in the previous module.
 
In Module 3, we learned what 4-H Clubs look like within the framework 
of the Juntos 4-H Program, and that in the Juntos 4-H partnership, 
4-H Clubs and the Family Engagement components are required when 
implementing the program.
 
Three important cultural considerations are:
 
4-H is new to many Latino communities in the US, so it’s important to 
discuss the past, present, and future of 4-H.  
Clubs have different meanings in Latin America, so find out those 
meanings and take time to talk about the 4-H Club culture. 
As with Family Engagement, familismo must be the core of the Juntos 
4-H Clubs.   
 
Extension agents (FCS, 4-H agents, etc.), community partners and 
volunteers must work together to lead 4-H Clubs to success. 

Slide 2
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WHAT TO SAY: 
Module 4 will cover four focus areas:
 
Understanding the cultural considerations when implementing 
Success Coaching and Mentoring.
Planning for Juntos 4-H Success Coaching and Mentoring.
Implementing Juntos 4-H Success Coaching and Mentoring.
Retaining families through Juntos 4-H Success Coaching and 
Mentoring.
 
Let’s take some time to define Success Coaching and 
Mentoring, and see what we know about the impact Success 
Coaching and Mentoring can have on youth.

WHAT TO SAY: Success coaching is the individualized support 
of an adult role model during school hours who offers support, 
advice, guidance, reinforcement, and constructive coaching 
aimed at achieving youth’s goals with an emphasis on gradua-
tion and college access. It focuses on specific tasks and student 
performance, as well as giving feedback on student’s observed 
performance. 

Slide 4
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WHAT TO SAY: It is important to remember that the success 
coaching and mentoring component may NOT be implemented 
without conducting both the Family Engagement and the 4-H 
Club components. 

Slide 3
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WHAT TO SAY: Mentoring is a structured and trusting 
relationship that brings young people together with caring 
individuals who offers guidance, support, and encouragement 
aimed at developing the competence and character of the 
mentee. 

Slide 6

Slide 7
WHAT TO SAY: Here is a simple and clear definition from a Site 
Coordinator from North Carolina, who has been both a Success 
Coach and a mentor during her time with Juntos 4-H. 
 
“Success coaching helps and empowers students to recognize 
their weaknesses and strengths, and works with them to intro-
duce new academic strategies.” 
 
“A mentor is more of a cheerleader; they provide emotional 
support and additional guidance.” 
 
Let’s see what we know about these two roles.

Note to Trainer: 
Below are some links that can help you learn more about the 
difference between success coaching and mentoring. These 
websites provide a picture of each role to help you explain it 
during your presentation. Feel free to provide these resources 
to learners who continue to have questions about these two 
roles. 
 
Leadership Thoughts:  
http://www.leadershipthoughts.com/difference-between-
coaching-and-mentoring/
 
Association for Project Management:
https://www.apm.org.uk/blog/coaching-vs-mentoring-why-the-
difference-matters/
 
Association for Talent Development: 
https://www.td.org/Publications/Blogs/Human-Capital-
Blog/2014/08/Mentoring-Versus-Coaching-Whats-the-
Difference 
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WHAT TO SAY: The next three slides provide multiple-choice 
answers to statements regarding academic success coaching 
and mentoring. 

First, I’ll read the statement on the screen, followed by the mul-
tiple-choice answers. Write your answer down on the index card 
provided. I’ll ask you to raise your hand according to what you 
think is the right answer. 

Let’s see if we are on the same page as the experts.  

 
Note to Trainer: 
The next two slides ask the participants to consider which an-
swers are correct when it comes to success coaching, while the 
third one focuses on the impact mentoring has shown to have 
on youth. 
 
Make sure to show the questions and answers as you read them 
and give participants time to think through the answers (10-
20 seconds). You can ask if everyone is ready to vote on the 
correct answer. 

Ask participants to raise their hands depending on which an-
swer they think is correct as you call them out for the second 
time. 

Get a feel for the participants; if you think that giving anony-
mous responses to the questions is best, you can provide the 
answer once you sense everyone has identified their answer on 
the index card you will provide for them. 

Slide 8
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WHAT TO SAY: Success coaching experts claim that the 
process of coaching:
 
A) Deepens student learning
B) Enables students to take responsibility for their actions 
C) Increases students’ GPA by 30%
D) Both A and B
E) All of the above 
 
Please write down your answer.
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WHAT TO SAY: 
The answer is: 
 
D. Both A and B

A) Deepens student learning
B) Enables students to take responsibility for their actions

WHAT TO SAY: 

Success coaching experts claims that through the process of 
success coaching, students:
 
A) Improve their effectiveness
B) Improve their relationships with their parents 
C) Consciously create their outcomes in life
D) Develop a love for learning
E) All of the above
F) Both A and C
 
Please write down your answer.

Slide 10
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WHAT TO SAY: 
The answer is: 
 
F. Both A and C

A) Improve their effectiveness
C) Consciously create their outcomes in life
  
Last question.

WHAT TO SAY: True. 

Young adults who were at-risk for falling off track, but had a 
mentor are:
 
55% more likely to enroll in college
78% more likely to volunteer regularly 
90% are interested in becoming a mentor
130% more likely to hold leadership positions
All of the above 
A, B, and D
 
Write down your answer. 

Slide 12
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http://www.pewhispanic.org/2009/12/11/between-two-worlds-how-young-latinos-come-of-age-in-america/ 
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WHAT TO SAY: This answer is:
 
E. All of the above

A) 55% more likely to enroll in college
B) 78% more likely to volunteer regularly 
C) 90% are interested in becoming a mentor
D) 130% more likely to hold leadership positions

WHAT TO SAY: 

Were any of these answers surprising to you? Did you learn 
anything new about the impact that success coaching and 
mentoring can have on youth? 
 
These facts on success coaching and mentoring come from 
author, speaker, and international student success expert, Carol 
J. Carter. Carter is an expert in k-16 academic coaching. The 
mentoring answers came from research completed by 

The National Mentoring Partnership:
 http://www.mentoring.org/why-mentoring/mentoring-impact/ 
 
Note to Trainer: 
Allow time for the participants to share any thoughts they may 
have and take time to talk about what they do know about 
success coaching and mentoring from their own experience. 

Slide 14
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WHAT TO SAY: Let’s talk about cultural considerations within 
success coaching and mentoring. 

WHAT TO SAY: 
As more families were introduced to Juntos 4-H Family 
Engagement and 4-H Clubs, they began to voice a need for 
youth to have a person who was connected with the school 
and had a relationship with the families to guide them towards 
academic success, walk them through the process of applying 
to college, and help them find the resources to pay for college. 
 
In talking to and interviewing youth and parents, it became 
clear to the program developers that youth and parents wanted 
a one-on-one relationship with someone who could walk the 
academic journey with them. 

It was also apparent that many Juntos youth from both rural 
and urban schools did not feel confident or comfortable talking 
with their school counselors. In fact, many 11th graders in larger 
schools reported that they didn’t know who their counselor was 
or had never scheduled a meeting with them. 
 
It became evident to the program developers that families were 
seeking a person who was willing to form a relationship with 
the youth focused around academic success, so they looked to 
the research on success coaching and mentoring for a solution. 
 
The positive impact of success coaching within Communities in 
Schools and the great research behind The National Mentoring 
Partnership and 4-H National Mentoring Program supported 
the decision to add success coaching and mentoring to the full 
Juntos 4-H Program package. 

 

Slide 16
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WHAT TO SAY: When communicating with partners and 
families about implementing this component, it is important 
to point out what success coaching and mentoring does not 
provide. 

• It is not an excuse for parents to be inactive participants in 
their child’s education, or for school administrators or staff 
to stop providing regular services to students.  

• The person leading the success coaching or mentoring is 
not a social worker, counselor, therapist, or legal advisor, 
but should be aware of where to find those resources when 
needed within the school or in the community.  
 

• The person leading the success coaching or mentoring 
does not play the role of an adopted parent or ‘adopt’ the 
student into their family. Nor should they take on the role of 
a student’s legal guardian 
 

• Success coaches and mentors should not play the role of 
interpreters in the school system. 

WHAT TO SAY: 
This third component adds to the hours of contact and impact 
that the program has on the youth and their parents. It provides 
a one-on-one relationship that fills the gaps that many Latino 
immigrant families face when living in the US. 
 
• Youth and their parents gain the relationship of a bicultural 

and many times bilingual person like them, whose purpose 
is to see these students thrive in school and life. 

• A Success Coach in particular is an active partner with 
parents and schools. They are able to build the bridges 
and relationships that are often missing due to language 
barriers, a lack of knowing the educational system here in 
the US, and other fears families may have in approaching 
the school system. 

• Immigrant families gain a one-on-one resource to help 
them navigate an educational system that is different from 
what they know.     

• Youth gain a role model that they may not have in their 
own communities; someone with resources, who may have 
walked in their shoes, and who is an example of what they 
too can achieve. 

Slide 18
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WHAT TO SAY: Let’s talk about planning for success coaching 
and mentoring.

Slide 20
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WHAT TO SAY: 
For the start-up year of program implementation, Family 
Engagement Workshops and 4-H Clubs should have taken place 
prior to beginning success coaching and mentoring. Exceptions to 
this program timeline have happened when the funding process 
or community partnerships have delayed start dates.

The Family workshop the program 

The 4-H Club follow after the last workshop 

Success Coaching starts the same month the 4-H club starts to 
meet but may take a following month for Juntos 4-H coordinator 
to meet with all students individually. 

Slide 21

WHAT TO SAY: Here is one model for success coaching and 
mentoring within Juntos 4-H. This model requires a part-time or 
full-time Juntos 4-H Coordinator who can provide the success 
coaching, and with the support of Extension, oversee the 
mentoring as youth continue to be served throughout their high 
school years. The goal, if resources allow, is for success coaching 
and mentoring to follow youth through high school graduation. 
 
The chart provided here shows the recommended structure of this 
component. 
 
The first column looks at the program’s success coaching layout 
when starting services with a cohort of 8th grade youth. 
 
Here you can see that during 8th and 9th grades, students receive 
success coaching sessions on a monthly basis for at least 30 
minutes, or more if needed. 10th graders in the program whose 
GPAs drop below a 2.5 receive success coaching sessions until they 
bring their grades up. 
 
The second column shows that mentoring takes effect when 
the Juntos Coordinator and/or state or local extension staff can 
manage strong partnerships and establish a list of volunteer 
mentors. It is advised that students who remain in the program 
during their 10th, 11th, and 12th grade years be matched with a 
mentor.  
 
Mentors become a cheerleader and resource for the youth. A 
mentor’s relationship with youth is focused on academic success. 
 
Interactions can take place during club time, at school, on program 
field trips, by phone or virtually. It is recommended that at least two 
interactions with youth be made a month. 
 
Examples of mentors who have joined the program are school 
coaches, ESL teachers, members of church groups, and college 
students.  
 
Just like Family Engagement and 4-H Clubs, this component will 
need the support of Extension (at all levels if possible), school 
administrators and community partners who are passionate about 
the impact that Juntos 4-H can have on their community and state.  

Slide 22
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Slide 23 WHAT TO SAY: Here is an ideal timeline for the first 2017 
implementation of success coaching. This timeline coincides with 
the Family Engagement and 4-H Club timelines discussed in 
Modules 2 and 3. 

Summer start-up: During the summer, prior to the beginning of the 
program, take time to focus on building relationships with schools 
and partners. Identify volunteers with the skills and passion to work 
with this population, who have talents in areas that would interest 
the youth. Hire staff who will support the program implementation. 
If you are implementing all four components of Juntos 4-H, it is 
advised that you hire a full-time person. If part-time staff is the only 
option, make sure you create a plan for families and their school to 
meet and interact with all the staff hired or who are supporting the 
program. 
 
Plan for success coaching - Work with the school to develop a 
schedule for meeting with students and a communication plan for 
the school personnel.
 
Fall implementation: Success coaching should start after the 
last Family Workshop session. This means that the first success 
coaching session is likely to take place in October, depending 
on when the Juntos 4-H Family Workshop Series ends. It is 
recommended to schedule four to five sessions a day, with at least 
two days a week being spent on success coaching. This reflects a 
cohort of about 30 youth. Plan for the sessions to take 30 minutes 
or more. Each youth in the program should meet with their Success 
Coach at least once a month, or more if needed.

Spring implementation: Continue with the monthly sessions 
and slowly create opportunities for the youth to advocate for 
themselves as they reach out to teachers for help or with questions 
or requests. The person who is success coaching will need to build 
strong relationships with teachers, counselors, data specialist and 
other in the school to better support the students. This person will 
also need to be able to engage with the students parents. It may 
take a year or two for the youth to feel empowered enough to 
advocate for themselves and seek out resources when needed. 

  The following summer: Take time to discuss the successes and 
challenges of year one with partners, 4-H agents, and staff. Focus 
on what’s next with your partners. Include a conversation on how 
to improve the success coaching schedule and communication. For 
example, what were the highlights of the success coaching? What 
can be improved by the program staff and school administration? 
Share impact stories of success coaching.  
  

Note to Trainer: 
Provide a copy of this timeline to each participant. 
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WHAT TO SAY: Here is a list of must haves to ensure that success coaching is 
implemented successfully
 
In success coaching:

• Have staff who know what their role involves as a success coach, and who 
have access to resources within the school and community that can further 
support youth. 

• Getting buy-in from parents is key, so make sure to introduce success coaching 
early on in the introduction of the program. 

• Be certain that the school is clear about your role and supports the efforts of 
success coaching throughout the school year. 

• Build strong relationships with school personal by updating them on program 
progress. When possible make it a point to attend staff meetings to be 
informed and strength relationship all staff.   

• Ensure that the school provides a space where success coaching can take 
place and staff can manage the work. 

• The Success Coach must work to build a positive bond with both the youth 
and their parents, with a developed plan on how all three parties will work 
together to support academic success. 
  

• Be consistent with meetings and scheduling office hours at school. Following 
through with what you say is also essential, as it will create trust with students 
and parents. Make sure to always keep parents in the loop, and communicate 
with them on a consistent basis. 
 

• Take the time to listen to youth before making any assumptions. 
 

WHAT TO SAY: Here is a list of must haves for mentoring.
 
In mentoring:  

• Trained volunteers: It’s recommended that training occurs at least twice a year, 
and valuable resources should be provided to mentors throughout the year.  

• Initial face-to-face interactions: It’s important that mentees and mentors have 
a face-to-face meeting early in the relationship, as this will strengthen the 
bond between the mentee and mentor, which in turn will lead to successful 
mentoring. 
 

• Mentee orientation: Mentees also need to go through an orientation so they 
understand mentoring and their responsibilities as mentees. This will help 
strengthen their commitment to the process. 
 

• Making sure that parents are informed of the mentor match, meet their 
student’s mentor and support their relationship as mentor and mentee 

• Intentional matches: Matches need to be intentional. A pre-matching system 
should be put in place to ensure that the youth and their mentor are matched 
based on commonalities and interests. 

• Support from staff/adult leader: It’s important that every mentor is trained and 
guided throughout the year by the Coordinator or an adult leader. Providing 
mentors with resources and support will help strengthen the relationship. In 
addition, mentoring needs to be managed and overseen by an adult leader or 
program staff.  

• Let’s see what that timeline would look like. 

Slide 24
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WHAT TO SAY: 
Here is an optional timeline for first year implementation when 
only mentoring, based on resources, can be implemented. This 
timeline coincides with the Family Engagement and 4-H Club 
timeline discussed in Modules 2 and 3. 
 
Summer start-up: May - July: During the summer prior to 
the beginning of the program, take time to focus on building 
relationships with schools and partners. Identify volunteers with 
the skills and passion to work with this population, and who 
have talents in areas that would interest the youth. Hire staff 
or give mentor management responsibilities to someone who 
believes in the vision for the program. Remember, if you are 
implementing all four components of Juntos 4-H, it is advised 
that you hire a full-time person. If part-time staff is the only 
option, make sure you create a plan for the families and school 
to meet and interact with all staff hired. 
 
Make it a goal to train volunteer mentors before school starts 
so they can interact with youth and families before matching 
begins.  Be sure to work with the school to develop a process 
for volunteer mentors to be screened by the school if required. 
 
Fall implementation: August - December: Mentoring can start 
following the last Family Workshop session. A mentor and 
mentee matching event can take place in early fall, depending 
on when the Juntos 4-H Family Workshop Series ends. It is 
recommended that mentors make an effort to have face-to-
face interactions at least twice a month. Club time is the most 
convenient time, but not the only time.  
 
Spring implementation: January - April: Continue with bi-
monthly interactions and slowly create opportunities to 
encourage, empower, and support youth. 
  
The following summer: May - July: Take time to discuss the 
successes and challenges of year one with partners, 4-H agents, 
and staff. Focus on what’s next with your partners. Include a 
conversation on how to improve mentoring (i.e., what were the 
highlights from mentoring? What can be improved by both the 
program staff and school administration?). Share impact stories 
of mentoring. 
 
It may take a year two for all of the youth to be matched, but 
every effort should be made to match everyone. Mentors can 
choose to mentor more than one mentee and can meet with 
them as a group. 
 
Note to Trainer: 
Provide a copy of this timeline to each participant.

WHAT TO SAY: 
So why should we follow this preferred model?  National high 
school drop-out rates show that starting at age 16, students 
start to drop out. For most students this puts them in 10th 
grade. The purpose of introducing Juntos 4-H’ers to success 
coaching in the 8th and 9th grades is to provide them and their 
families with an advocate who will walk with them through the 
transition from middle school to high school, and watch them 
settle into the new high school environment, while focusing on 
maintaining positive academic outcomes and behaviors that 
will lead to high school graduation and applying for higher 
education.  
 
When this model cannot be implemented due to a lack of 
resources, partnerships, and/or funds, the next option under 
this component would be to match youth with a volunteer 
mentor starting in 8th grade

Slide 26
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WHAT TO SAY: Implementing Juntos 4-H Success Coaching and 
Mentoring has potential costs to consider as you plan.

WHAT TO SAY: This chart shows the list of costs of success 
coaching and mentoring when additional funds are available.
 
Let’s start by looking at the left hand column to see what the 
costs are when you do have funds for success coaching.
 
Ideally, when implementing success coaching, communities are 
able to invest in hiring a Coordinator, who during the first year 
of the program will spend a large portion of their time coaching 
8th graders. In future years, this person would then go on to 
coaching both 8th and 9th graders.
 
All individuals who plan to coach youth should receive the 
Juntos 4-H Success Coaching training from the NCSU Juntos 
team.  It is highly advised that individuals managing mentoring 
have ongoing support from their own supervisors or Juntos 4-H 
Coordinators and 4-H agents.
 
Though not required, snacks can either be purchased or 
donated to encourage youth to come to their success coaching 
visits.
 
Additionally, a laptop or tablet computer is needed to complete 
the success coaching forms to track a youth’s progress and help 
them acheive their academic goals.
 
Now let’s look at the right hand column to see what the costs 
are for mentoring 10th through 12th grade students.
 
After the program has been established for two years, the 
first cohort of youth will have reached the 10th grade. Rather 
than being coached, they will now receive a mentor who will 
offer guidance and support to help them be successful in their 
transition to high school graduation and beyond. 

Managing a mentoring program is complicated and the costs 
will depend on the local resources available to help it be 
successful. The cost of mentoring also depends on how often 
the site decides mentoring will occur each month, the number 
of mentors who are recruited and trained, and how difficult it is 
to retain mentors in the program. Research shows that mentors 
who visit more frequently and for more than six months have a 
greater impact on the youth they mentor.
 
Program leaders who plan to lead mentoring at their site can 
receive additional training on Juntos 4-H Mentoring from the 
NCSU Juntos team.
 
Though not required, snacks can either be purchased or 
donated to encourage mentors to paticipate in training events.
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WHAT TO SAY: This chart shows what we suggest is done when there 
are no funds available for success coaching and/or mentoring.
When no additional funds are available, we suggest success coaching 
NOT be implemented. Instead we suggest that some mentoring be 
conducted by a 4-H professional or one of your partners with a handful 
of students who may be struggling academically or experiencing some 
other hardship. Managing a mentoring program is complicated and will 
depend on the local resources available to help it be successful. 
 
As said previously, the time a volunteer would need to spend managing 
a mentoring program depends on how often the site decides mentoring 
will occur each month, the number of mentors who are recruited and 
trained, and how difficult it is to retain mentors’ involvement in the 
program. Mentoring may need to be less frequent (e.g., once a month) 
and/or conducted as group mentoring (e.g., one mentor with two to five 
youth) if one-on-one mentoring is not feasible. Running a mentoring 
program works best if a volunteer already has a consistent time set 
aside to be able to manage the mentoring program and has some 
experience running a mentoring program. 
 
All individuals who plan to lead mentoring at their site can receive 
training on Juntos 4-H Mentoring from the NCSU Juntos team. It is 
highly advisable that individuals managing mentoring have ongoing 
support from their own supervisor or a Juntos 4-H Coordinator and 4-H 
agent.
 
Although not required, snacks can either be purchased or donated to 
encourage mentors to paticipate in training events.

WHAT TO SAY: Let’s look at the sample breakdown of costs to run the 
program in North Carolina when funding is available to serve 30 youth. 
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WHAT TO SAY: 
• The salary for a bilingual Juntos 4-H Coordinator is written 

into the grant when implementing all four components. The 
size of the youth group will determine whether a full- or 
part-time person should be hired. A large portion of their 
time will be expended in success coaching the participating 
youth. 

• The total cost on this chart covers Success Coaching hours. 
Training to be certified as a Juntos 4-H Success Coach 
costs $675 per person and includes ongoing TA/support to 
implement Juntos 4-H for one year. 

• Supplies and snacks needed for a complete year of service 
is approximately $20 per student.  

• If funds are available, we suggest purchasing a laptop for 
the Coordinator to use during success coaching visits. 

• You might also consider adding a small transportation 
budget for staff travel for training. 

• Additionally, if funding is available, you might decide to 
provide a small incentive (e.g., gift cards, awards, small 
gifts) to mentors in the program. 

WHAT TO SAY: 

Let’s learn how success coaching and mentoring are imple-
mented. 
 
Remember that by the time this component starts, you’ve 
already led a group of families through the Family Workshops 
and are starting or have started Juntos 4-H Clubs. You have 
also established a base relationship with both schools and 
families. If you are following the preferred model, you are now 
starting success coaching and have at least two years to build 
on a mentoring program. 
 
Let’s look at success coaching first.
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WHAT TO SAY: 

Let’s first talk about success coaching by covering the following 
points. 
 
• What is the main role of the Juntos 4-H Coordinator who 

will be success coaching? 

• What does it take to implement success coaching? 

• How does the person who is success coaching document 
each meeting with the youth? 

• What is the list of must haves when implementing success 
coaching? 

WHAT TO SAY: 

It is very important that all partners, especially schools, parents 
and youth, understand the sole purpose of implementing 
success coaching in Juntos 4-H. 
 
They should all be clear that success coaching provides youth 
with a trusted support person who is focused on their academic 
progress. Success coaching is not a counseling session, time 
to hang out, or a chance to get out of class; it is time used to 
discuss with youth their academic progress, and together with 
the Program Coordinator, come up with action steps to support 
any area of the youth’s academics that need improvement. 
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WHAT TO SAY: Having a consistent Juntos 4-H Coordinator to 
oversee the program and be responsible for success coaching 
leads this component to greater success, and also provides a 
face of trust for each component. The best scenario is when the 
Coordinator is part of the recruitment process and gets to know 
the school and families before the success coaching even starts. 
This allows him/her to not only develop relationships with the 
families and school, but also to set the stage for what success 
coaching will be like when the sessions begin.  If this process is 
not possible due to hiring delays or other circumstances, it is 
important that the person who did start the partnership with 
the school, the recruitment process, etc. is able to introduce 
the person who will be success coaching and ensure that both 
the school and families are accepting of the person‘s role and 
contact with the youth.  
 
Once school starts, it’s good practice to ask the principal to 
allow the person implementing the success coaching to present 
themselves and their role during a staff meeting. If this is not 
possible, ask the principal to introduce the person by email and 
ask permission for the person to email staff. The email should 
include a formal introduction to the person, the program, and 
their role in the success coaching. 
 
At the last family session, make sure to remind students that 
along with the start of the 4-H Club you will also start success 
coaching meetings with the youth. Remind them of the purpose 
and process you will follow to meet with the youth. If someone 
who the families do not know will be doing the success 
coaching, this is the time to present them to the group. Have 
them introduce themselves and describe their excitement and 
goals for success coaching the youth. 

WHAT TO SAY: It is the role of the person who will be success 
coaching to figure out with school administration and teachers 
the best time (i.e., before, during, or after school) for them to 
meet with students. 
 
Example schedule: 
Meeting students during their lunch time or elective periods.
 
The Juntos 4-H Coordinator needs to work with school staff, 
administrators, and students to set schedules that are the best 
fit for the students and school system. It is important to note 
that each site may look different, and that some schools may be 
more flexible than others.
 
Some examples may be:
 
• Meet students depending on their lunch schedules. 
• Meet students depending on their A/B schedule and 

electives.
• Meet students after school. 
• Meet student athletes on game days as they have free time 

before preparing for their game.
 
Strategies to help set the stage for the first meeting:
 
• Secure a time and location. 
• Explain the roles and expectations of the student and the 

success coach. 
• Gather prior academic records to help the student develop 

appropriate goals for the year. 
 
Once the youth and Success Coach are familiar with each 
other, the session will be more focused and goal-driven. Our 
experience has shown that tailoring these sessions to the 
youth’s needs, provides a personal touch that encourages the 
academic growth of the student.
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WHAT TO SAY: The following slides discusses what the 
program’s Success Coaching Monitoring Form captures that is 
used before, during, and after success coaching sessions. If you 
will be implementing this component, it is important that you 
be trained by the NCSU Juntos before using this form. 
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WHAT TO SAY: The monitoring forms cover the following key 
areas:
 
• The first section of the form focuses on the student’s basic 

demographic information, information on how to access 
the student’s academic reports, any particular educational 
notes needed, who or what their academic resources are, 
and the educational goal the student wants to reach.  

• The second section is the student’s academic schedule of 
the student which includes: list of classes they are taking, 
teachers, and room numbers. 
 

• The third section is where the person completing the 
success coaching session can keep a record of what was 
discussed during the session and the action plans needed, 
the plans made, as well as the final results. This section is 
crucial as it follows the student’s progress and covers the 
work of the Success Coach in case anyone questions what 
has happened in each session.  

• The fourth section is where the academic and attendance 
records are periodically entered. This section includes an 
area where the Success Coach can document grades for 
each class, for each quarter, and document class absences. 

 
Note to Trainer: Provide a copy of the sample form provided 
in this module before going over this slide for learner to follow 
along. 
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WHAT TO SAY: 

In order to provide success coaching, you will need a plan to 
pay for staff directly, or partner with another organization like 
Teach for America, AmeriCorps, or some other organization 
who can help support the staffing of this position. This 
will ensure that the Success Coach is a professional who 
is committed for the long-term. You might also decide to 
reach out to schools leaders who could choose to allocate a 
percentage of a staff member’s time to success coaching. 
 
Alternatively, you can seek partnerships with other 
organizations that provide success coaching to youth. For 
instance, you might partner with Communities in Schools 
who could carry out the success coaching portion of the 
program, while you and your team are responsible for the other 
components of the Juntos 4-H Program. You could also apply 
for grants that would enable you to hire part- or full- time staff, 
depending on student needs and staff responsibilities. 
  
Success coaching requires professional training to ensure 
purpose and quality; training provides staff with the best tools 
to capture the academic progress of youth. In addition, training 
for success coaching provides a documentation process that 
captures the progress of students and provides quantitative 
and qualitative data that can be used to better serve families 
and share with stakeholders (e.g., school personnel and 
funders).
 
Now let’s talk about mentoring…

WHAT TO SAY: Mentoring in Juntos 4-H is developed over time. 
If you recall from the timeline, we suggest mentoring start in 
the 10th grade. 
 
If mentoring is the substitute for success coaching, you have a 
different scenario. If you have strong partnerships, volunteers, 
and a person dedicated to managing all aspects of mentoring, 
matching your Juntos 4-H’ers to mentors can start the first year 
you begin with Family Engagement and 4-H Clubs. 

Without strong partnerships and a designated person to man-
age the mentoring program sites can slowly progress to this 
point as the volunteer list and capacity to train and support 
develops. This process includes ongoing mentoring recruitment, 
screening, training, and consistent follow-up and check-ins with 
mentors.
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WHAT TO SAY: 
Juntos 4-H sees mentoring as a way to: 
 
• Improve young people’s attitudes towards their parents, 

peers, and teachers; 
 

• encourage students to stay motivated and focused on their 
education; 
 

• promote student’s to establish better feelings of self-worth; 
and 

• provide new life experiences, and offer opportunities to 
develop new life skills.

 WHAT TO SAY: 
The following points will be discussed in this section. 
 
• Who are the Juntos 4-H mentors and what are their 

qualifications? 

• What is a Juntos 4-H mentor’s time commitment? 

• What factors ensure a successful mentor and mentee 
relationship?
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WHAT TO SAY: 
• All mentors go through the 4-H volunteer background 

check. Additionally, some school partners may also 
require that each mentor undergo their district’s volunteer 
screening so that mentors can work with students at the 
school. 

• Mentors have to believe in the mission of Juntos 4-H and 
have an understanding of the youth they will be mentoring. 
If the desire is there to work with Latino youth but the 
potential mentor knows little about Latino families and 
immigrant youth, it is the job of program leaders and staff 
to provide such knowledge. 
 

• We suggest at least a three-year age difference between a 
mentor and their mentee. However, you should follow your 
state and local 4-H rules on this.  In North Carolina, mentors 
have often been either high school or college students, so it 
is important that Coordinators ensure that there is at least 
a three-year age gap. 
 

• Mentors need to commit to at least a full year of mentoring 
and understand that the relationship will be most impactful 
when they commit to remain with youth through their high 
school journey. They must commit to being on time and 
being physically and mentally present when meeting with 
the youth. 
 

• Mentors should be good listeners and understand that their 
role isn’t to instruct and verbally direct youth, but to listen 
and learn from them and with them. Mentors should also 
have empathy for the youth and their families. This requires 
mentors to have a level of understanding and awareness of 
where the youth is in their life.  It’s important that mentors 
be sensitive to factors that affect young people. 

WHAT TO SAY: The time commitment requirements of Juntos 
4-H mentoring were influenced by some of the requirements 
established by the National 4-H Mentoring Program. These time 
commitments also reflect the time commitment that the staff or 
volunteer managing the mentoring will need to consider.  
 
• Mentors must attend training sessions which should be held 

two to four times each year and which should not exceed 
two hours at a time.

• Mentors should attend a pre-matching event, in a natural 
setting, where mentors and mentees get to meet and agree 
to be matched.

• Mentors should ideally maintain two face-to-face mentor 
interactions each month, though more is highly recom-
mended. These interactions could involve the mentor 
attending Juntos 4-H Club meetings, family nights, school 
and program field trips or events, and other opportunities 
where parents have full knowledge and agreement.

• Mentors should contact their mentee at least at bi-weekly 
but weekly interaction are encouraged – this could be a 
brief or a lengthy phone, text, and/or social media commu-
nication that focuses on how the youth is doing with school 
and how the mentor can help. A great way for mentors 
to interact with mentees is to attend the Juntos 4-H club 
scheduled twice a month.  

• Coordinators, or those responsible for mentoring, must 
communicate with each mentor at least once each month 
via text, email, and/or phone calls.

• Mentors will be responsible for submitting a monthly report 
that informs the Coordinator on how many contacts were 
made, the results of the contacts, and any questions or 
resources the mentor may need in order to better support 
the youth.
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WHAT TO SAY: Some factors that have been shown to make 
mentoring implementation effective include:
 
• Coordinators hosting informative, resourceful, and fun 

training sessions for mentors. A great resource is the Ready 
to go: Mentor Training Toolkit on building the mentoring 
relationship by Michigan State University Extension; 
 

• Mentors having initial face-to-face communication with the 
mentees and their parents will help develop strong and 
lasting relationships; 
 

• Mentors should develop a strong and consistent way to 
communicate with the youth and their parents; 

• Coordinators should assure that the the mentor and 
mentee are developing strong relationships. This becomes 
a three way interaction where mentor, mentee, and 
Coordinator are each concerned about each other. For 
example, if the parents and/or youth are not committed, 
mentors will quickly disengage and have no purpose to 
continue to volunteer; 
   

• Have an organized and consistent mentoring coordinator. 
This person must make the time and/or support to manage 
this detailed mentoring process; and 
  

• Coordinators must be consistent in tracking face-to-face 
interactions, training, and follow-ups or check-ins with 
mentors. This will lead to a mentoring system that works, 
which mentees, parents, and community partners will see 
as successful and trustworthy. 

WHAT TO SAY: 
Remember from Module 1 that having Juntos 4-H mentoring 
supports the local 4-H program in various ways. For one, it 
grows your volunteer base as you recruit mentors for youth. 
These volunteers will ultimately become a 4-H “face” in the 
schools and the Latino communities that Juntos 4-H serves. 
 
In addition, mentors who are bilingual bring not only their sec-
ond language skills but also their bicultural knowledge, which 
can help you further connect with the Latino community. 

Finally, reaching out to college students expands your commu-
nity outreach and opens doors to building relationships with 
college staff and faculty.  In fact, North Carolina has experi-
enced a growth in passionate Latino college students who have 
taken on the leadership of mentor recruitment and training with 
some staff guidance. 
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WHAT TO SAY: Now that implementation has been covered, 
let’s talk about retention. 

WHAT TO SAY:  Here is a long list of how Success Coaching 
and Mentoring keep youth and their parents engaged in the 
program:
 
• Success coaching and mentoring strengthens the one-on-

one connection between the youth and their mentor and or 
Success Coach. 

• They help sustain the consistency of the relationship, which 
leads to greater academic success for the youth.

• They also help reinforce what the youth learn in other parts of 
the program and help the youth gain greater respect for their 
educational opportunities.

• They help the youth focus on achieving academic success.
• They also help the youth gain respect for themselves in a way 

that empowers them as students.
• They have fun with their mentor and/or success coach and 

learn to trust each other more. This trust builds unity in the 
program. They learn that they are not alone; there is a team 
of individuals who want to see them succeed. Parents in the 
program continue to point to Juntos 4-H as a program where 
they no longer feel alone; the process is no longer simply 
left in the hands of the youth because their parents did not 
understand it. Schools see success coaching in particular as a 
way to decrease the misperceptions that Latino students and 
their parents may have had about school. 

• Students see results when they are setting goals during 
Success Coaching sessions, which leads to further academic 
success.

• Students have another person to hold them accountable. They 
learn what it means to be accountable to their own goals.

• Youth learn about how relationships are developed, discover 
that it’s a two-way process, and start engaging in their own 
relationship building. For example, the program in North 
Carolina has seen a pattern of Juntos 4-H’ers in 11th and 
12th grade want to peer mentor the 8th graders joining the 
program.

• Success coaching has become for many Juntos 4-H families 
and schools the bridge that brings them all together; the 
students develop stronger relationships with their teachers, 
which leads to better communication all round.

• Students learn to advocate for themselves. Over time, after 
watching the Success Coach model how to communicate with 
teachers, students gain the courage and skills to go to the 
teacher for themselves. The process empowers students to 
advocate for their own educational success. 
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WHAT TO SAY: 

The developers of the program would like to give a special thank 
you to: 
 
• National 4-H Council for leading the way in believing in Juntos 

4-H, supporting our work, and engaging with partners to 
ensure that more states benefit from the program; 

• The New York Life Foundation for their commitment to youth 
and Latino families; 

• North Carolina State 4-H for their support in creating this 
module; and 

• Most importantly, the families and youth that make up Juntos 
4-H.

Slide 50

Slide 51

WHAT TO SAY: Thank you for taking the time to participate 
in Module 4, Juntos 4-H Success Coaching and Mentoring!  
Module 5 covers the last of the four components the Juntos 4-H 
Summer Academy. 


