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Ventures in Community Improvement (VICI) "*enhanced" job training/job

. placement approach, which used@ longer=-term training, enriched
supervision, and extensive planning and greater cost (but also .

$

generated positive results as compared to "regular® local projects),
this how-to-do-it manual provides connon sense guidance on the steps
needed to conduct a successful enhanced project. In the first
chapter, the VICI model is explained and dissected aand -its successful
elements- and programatic components considered. Chapter.2 déscribes

‘briefly four kinds of VICI projects currently operating, explaias how

&

form links among the model planners, and suggests kinds of~

ining programs and 'sources of funds that might be tried. Chapter 3 -
cusses three important ‘elements: fiscal planning, project links, .

and project management. In Chapter 4, amn array of practical tips onm
start-up, fiscal management, - payrolling, cost estimation, and other
daily matters are offered; while in chapter 5 recchiting both staff

and trdinees is explained. Chapter 6 synthesizes from the previous

material answers to the most frequently asked guestions about

VICI-type projects, while ‘the appendixes to the manual include, 'other

formation the planner and manager will need, such as sample forms
and reports, purchase order forams and.- procedures, participant rules
and requlations, explanation ¢f the VICI work valuation formula, and ,

sample VICI Fﬂ\gement strategies. (KC)
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» ) OVERVIEW - .
L. )

‘Work piojects\%aue always been and will repain a fundamental component
of youth pregramming. There is almost infinite diversity-in the focus of
such projects as well as in their scale, duration, organizgtional com-
plexity, linkages, supervigion and skill requirements. The most prevalent™
projects are:. short-term. They spend the preponderance of resourcgs on 'the
wages and salaries of parficipants. Materials, equipment and supervision
are at a mipimum. The work requires and transmits limited skills. Such
projects are relatively easy to organiZe. There are few risks. On the
other hand, the work experiénce rarely leads directly to career.jobs and is
less tikely to hold the attention of youth, participants than more demanding
and rewarding projects. ™Productivity mdy also be 1imited; certainly there

. o are not 1ikely to be lasting community improvements because of the absence
of capital ‘investment as part of thesprojects. .-

.’ )

"Enriched" projects are those wit;\more ambitious objectives which
bsually require greater organization, planning and linkages. To accomplish
their missions, they tend to use more skilled and higher cost supervisors,
as well as aégreater proportion of nonlabor inputs. With more interrelated _
components, “enriched" projects are riskier to mount although they may be
more productive in. their output as well as their lasting impacts on youth.
To the extent they spend more for capital, supervision and management, they
have reduced direct employment effects per dollar of outlay.

Clearly, there are a set of tradeoffs in choosing between basic and
"enriched" projects. Successful."enriched" projects are 1ikely to be very
attractive in terms of their visible outputs, the quality of the work
experience, the impact on enrollees and the cooperation in their design and
operation. Yet the “success" rate with which enriched projects fulfill
their objectives s less than that of projects which are more pedestrian in
their goals. More youth are employed per dollar in the less ambitious
projects. “Productivity per dollar of youth wages may be. different than
productivity per dollar of program cost because of the high overhead costs.
re]atsg/to enrichment. : ‘ \i

) A major knowledge development objective under the Youth Employment and

Demonstration Projects Act of 1977 was to.learn more about these tradeoffs,

as well as to determine the conditions and approaches to maximize program -
"batting averages" and to identify the types of youth who would most

benefit from the "enriched" and “nonenriched" approache3. There are

several discrete géomonstrations exploring thesé issues in multiple sites,

with varying delivery agents and careful research dgsigns.'

\ - B
~ The Ventures in Community Improvement or VICI program was an attempt
to_replicate a model "enriched" project in a number of different locations,
tutilized an intermediary,. the Corporation for Public/Private Ventures as
the replication and research agent, to assure that the fundamental en-
. richment elements were maintafned in the projects. Fifteen local agents
selected on the basis of need were initially invided to ‘submit proposals.
From these, nZ;e°weré selected - for funding, of which eight were to be
mounted under the umbrella of CPPV.

#

>
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{. , ! The eight local projects shared certain bas1c e1ementsi

0 Scale - The projects all were budgeted for 60 part1c1pants
Hhile they operated locally.through a variety of worksties, this
represented a Jlarge undertaking for a single local de11very-

» . -agent.’ For jRstance, most projects mounted under YCCIP have less -
than ten participants. The VICI projects ‘are larger than all the
combined projects under fonmu]a funded YCCIP in' some smak]er

N prime sponsors. £ NS TN
4 . 0, Continuity --Work projects are usually funded through annual
J - grant -applications. = Most are limited in their period of
.operation to less than a year, after start-up tand phase-down.’
VICI projects were iRitially scheduled for 18 months and have
/ ) ' "~ been extended o ‘ .
N . '

"0 . Enr1ched Supervision - VICI projects were budgeted on the basis
of a one-to-six supervisor/youth ratio. Adequaté supervisory
\Jwage levels were provided to permit‘employment of journeymen.

¢ 0 Linkages - A1l of .the projects drew on other sources of funding
for materials and_equipment; in some cases, these alternatives
amounted to -a substantial share of total prOJect costs. There .
was a heavy emphasis on linkagesswith Tabor unions and_ appren- -
ticeship programs, both in a formal sense and in the hiring of
1 ; journeymen as supervisors. -

5

o} élann1ng and. Oversﬁght - Extensive p]ann1ng,£nd development was
required for sites to be funded. Through the intermediary agent,
each project received an inordinate degree of oversight and

v . d techiical as we11 as problem-splving assistance.

0 Cost - VICI .projects were costly because of sca]e, but also

‘generated less youth emp]oyment per dollar of expenditure because .
o of the emphasis on supervision and the use of high cost jbur- ‘
neymen, ° p
!’

The’ purpose of éhe VICI demonstratjion was to test whether "enriched"
projects with these elements could be feasibly rep11cated in a variety of
locations, and whether the activities would be more cost effectiwe than

,trad1t1ona1, nonenriched work projects as measured by comparative enrollee
\ impacts and the product1ve output generated

1 The VICI demonstrat1on provided conv1nc1ng “evidence that the "en-
, riched" project approach was both feasible and replicable. Likewise, early
ey1de3ce suggested’ that the "enriched" projects had a greater impact on job
placement and entrance into apprenticeship than less ambitious work
prOJects mounted unden YCCIP and other national demonstrations. Projects
pnoduced valuable outpu{? and the’ efficiency and effectiteness of the
projects, increased with ¥ime. Finally, there was evidence concerning the.
types of youth who would benefit most within the disadvantaged participant
group. * VICI appeared to operate best as an advanced- component within a
Tocal CETA system which would draw on youth of demonstrated matur1ty who
& - had.de¢ided on a career 1n constructaon-re]ated work

ii ‘ ) \
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A-fina¥ assessment of the cost-effectiveness of the VICI "enhanced
project" approach will not be possible until 1981. At present, howéver,
s the results .appear promising enough to warrant replicatton.. This "how-

to-do-it" manual is based ongthe VICI.experience. Authored by.thes#®aff of

the Corporation .for Pub]ic/b‘m’vate Ventures, and 'edited by Mary Browne and

Robert Taggart of the Office of Youth Programs, ‘it provides common sense

guidance ap. the steps needed to mount a successful project. Such practical
= material should:be assessed in cqnjunction with the reseapch analysis of
vice contained in  Enhanced Work Projects--The Interim Findings From
the Ventures in Community Improv%?a Demonstration. Additional 1nsight
might be gained from Enhanc ork Projects-~An Analysis of Local Ex-
~N erience which-discusses 'ghe tradeoffs and categories of benefits and costs

in Jlarge scale local projects. All of this information can help in x
\dea‘d\j‘{i%:hetber to concentrate investment and effort in a _large-scale

-

“projext, s well as howsto proceed. ~ -
At this.point in time, it is the intended poligy of the Office of .
Youth programs to utilize available discretionary money to share in the
 costs of local implementation of program approaches demonstrated to be '
[’ effective by careful research’ and -evaluation. Likewise, for successful
- approaches, intermediary agents would be supported to-provide intensive'
technical assistance to aid in replication, ' much theNsame as the Cor-
poration For Public/Priyate Vefitures did’under the VICI demonstration. The
decision to support such replication of VICI must await further research
results._ However, préliminary evidence suggests that the "enhanced work -

projects" .approach can be a useful “component™ of- ‘ocat—programmipg - which-
should be considered by CETA planners locally. Limited techrical as- &
sigtance may be provided by CPPV for those with an interest in developing

such projects. ) ' ' . - ) . \

. .This study 1is one of "knowledge de\elopment"'acﬁvﬁ'ti’es mounted in
., cenjunction with research, evaluation and development activities~ funded
A under the Youth Employment and Demonstration Projects Act of 1977. The
knowledge dewslopment effort will result in H\teraﬂy thousands of written”
produéts. Each activity has. been structured from the outset so that it is
self-standing but also interrelated with a hqst of other activities. The
framework iS5 presented in A Knowledge Development Pian for the Youth, Em-
ployment “and Demonstration Projects Act of 1977, A Knowledge Development
PTan far the Youth Initiatives Fiscal 1979 and Completihg the Youth Agenda:
A Plan for- Knowledge Development, Dissemination and Application for Fiscal
1980. . . - ] . / -
—— ' . RS ‘ .
Information is available or will be coming available from these
- various knowledge @e\\(elopment efforts to help resolve an almost limitless
v array of issues. However, policy and praetical. application will usually.
require integration and synfﬁﬁgfromﬁpwide range of products, which, in |
turn, depend on knowledge and availability of these products. A major
4 shortcoming of past research,. evaluation.and demonstration activities has
been the failure to organize and disséminate the products adequately to
assure the .full exploitation of the findings. The magnitude apd structure
. of the youth knowledge development effort puts a premium on stru;:'tured‘

analysis dnd wide dissgmination. - .
.. / RERTY :
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As part of its knowledge development mandate, therefore, the Office of
Youth Pfograms of the Department of Labor will organize, publish and
dissgminate the written products of all major research, evaluation and

demonstration”activities supported directly by or mounted in conjunction -

with OYP knowledge development efforts. Some of the same products may also

be published and disseminated through other channels, but they will be

fncluded in the structured series of Youth Knpwledge Development Reports in ©
) order to facilitate access and integragjon:t ¥

The Youth Knowledge Development Reports,| of which . this‘/;g' one, are
“divided into twelve broad categories: - -

-

I, Knowledge Development Framework: The products in this catégory
are concerned with the structure of knowledge development activities, 'the
assessment methodologies which are employed, the measurement instruments
and their validation, the tramslation of knowledge 'into policy,“and..the
strategy for dissemination of findings. . -

. N . _ o .
2.  Research on Youth Employment and‘ Employabjlity Development:. .The
products in this category represent analyses of existing data, .presentation
of findings from new data sources, special ¢studies of dimensions of youth

labor market problems, and policy issue assessments.

¢ Program Evaluations: The 5?Oducts’ in "this category include

~ 3.

impact, procéss :and_benefit-cost evaluations ‘b h_programs —including—— —— —

\r

the Summer Youth™ Employment Program, Job Corps, the Young Adult Con-
servation Corps, Youth Employment and Training Programs; -Youth Community
Conservation and Improvement Projects, and the Targgted Jobs Tax Credit.

4, Service and Participant Mix: The evaluation§ and demonstrations
summarized _in this category concern the matching of different types of

. "youth with different service combinations. This involves experiments with
-work vs. work plus remediation' vs. straight remediation as treatment
options. It also includes attempts to mix disadvantaged and more affluent
participants, as well as youth with older workers.

EE
i

° 5. Education and Training Approdches: The products in this Categorya
present the -findings of structured experiments to test the impact and

" effectiveness of various education and vocational training approaches
inclading specific education methodologies for the disadvantaged, al-
‘ternative education apprgaches and advanced career training. .

e

, \ .
. 6. Pre-Employment and Transifion Services: ' The products in thié
.category present the findings of structured experiments to test the impact

and effectiveress of school-to-work transition activities, vocatiomal
exp]oration,‘,job-search‘assistance and’ other efforts to better preparé
youth for labor market success. ' '

/

7. ° Youth Work Experience: The produéts in this cgtegory‘address the\ .
organization of work activities, their output, productiyve roles for youth,

and the impacts of warious employment approaches. '

. o, . : "

. 8. Impiementation Issues: This category includes cross-cutting \

analyses of the‘practfcai lessons concerning "how-to«do-it." Issues such

v <

'
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as learning curvés, replication processes and programmatic "hatting
averages® will be addressed under this category, as ‘well as the c6mparat1ve

agvantages of alternat1ye de11very agents VL

9.. Des1gn and Orgarizational A1ternat1ves The products* in this
category represent assessments of demonstrations of alternative program and
delivery arrangements such\as consolidation, year-round preparat1on for

summer programs, the use) of ~incentives, and multi-year tracking - of
individuals. .- e P

10 §gec1a1 Needs Groups: The ., products in this category presept"
findings on the.special problems of and the programmat1c adaptations needed
for significant segments including minorities, young mothers, troubled

youth,. Indochinese refugees, and the hand1capped

11. Innovattve Apprdaches The products in this category present the
findings of those activities des1gned t6 explore new approdches. “The
subjects covered include- the Youth Incentive Ent1t1ement Pilot Projects,
private sector 1n1t1at1ves, the natjonal youth service exper1ment and
energy initiatives % weather1zat1on, 1ow head: hydroelectric dam resto-
ration, windpower, and the like.

-

\

-0 12, Inst1tut1ona1 Linkages: The, products in this category 1ne1ude '
, stud1es of institutional arrangements a 1inkages as well as assessmEnts

- of demonstration activities to “encourage “such Tinkages  with education,
' vo1unteer groups, drug abuse,, and other youth serving agencies.

In each of these know]edge deve]opment categor1es, -there will ‘be a
* range of discrete demonstration, research evaluation activities focused
on di fferent policy, program and analytical issues.’ In turn, each,d1screte
knowledge development project may have a' series of written products -
addressed to different dimensions of the e. . For instance, all
experimental demonstration projects have both p cess and impact eval-

. &at1ons, frequently undertaken by d1fferent evaluation agents. Findings

i1l be published as they become available so that there will usually be a
series ‘- of - reports as evidence accumulate®, Jo organize” these productsl
each ‘publication is classified in one of the twelve broad know]edge
development categories, described in terms -of the .more. specific "issue,
act1v1ty or cluster of activities ‘to which jt 1is addressed, with an
" identifier of the product and what-it presents)Le]at1ve to other products
in the demonstrations. Hence, the multiple products under a know1edge
development activity "are closely interrelated and the act1v1t1es in each
broad cluster have s1gn1f1cant interconnections.

As noted prev1ous1y, this volume should be read in conjuction® with
research reports on enhanced work projects in ‘the "youth work ®Xperience
category 0f most 1terist are .The Interim Findings From the Ventures

in Community Improvement Degonstration and An Analysis of Local Experience.
Also of interest may be ndings from the HUD/DOL Commun1ty Improvement
Demonstration.

r - Robert Taggart -
Adm1nlstrator
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CHAPTER I: - WHY THES APPROACH? 4

« H

-

fhere stands in your boreugh a ‘school building badly in need of ¢
painting and refurbishing, its playground pitted and cracked. . The school

poard's Timited resources are'committed to other projects

On the edge of your town's commerc1a1 district, rowhouses deteriorate
and their shells fill with garbage., "The housing authority looks for ways
to replinish the ‘local housing 3tock but it cannot undertake large-scale
renovations on these rowhouses

‘ . 5

_ Residents of an entire neighborhood‘jn.tne heart of your gity live in

‘houses with unsafe and inefficient heating systems. While some! of these

persons own their own homes, they cannot afford to purchase storm w1ndows
or to hire cofitractors to repair their roofs.
q

At the same time, your commhn1ty recogn1zes the existence and needs of
a growing population of disadvantaged. young people, out of school and out
of work, whase meager prospects--if any--1nc1ude only subsidized, part-t1me
employment iji unskilled jobs. These wasted.human resources mirror the
decay you' see in the buildings in_your community, and—you-recognize—that——" "~

¥

any cure you app1y to one must, to be successful, be applied to the other
as well. \ ) . )

This asséssment--that in any dec11n1ng urban or rural community, no
matter how larde or small, human blight and< structural blight go hand in.
hand=-is surely not a nove1 one. Programs initiated on many levels have.
sought to provide jobs and training while they 1ift-the faces of com-
munities. No doubt you are aware of programs which attempt to address
these® concerns, initiated under Publi¢ Service Employment, Youth Con- .
servation and Community Improvement Projects, Supported Work, and a 'variety
of other federal programs. This manual is based on the experience of one
such program, Ventures §n Community Improvement (VICI), which has; since -
* late 1978, successfully addressed both issues--wasted human and physical
decay. VICI was deve]Oped as a demonstration program funded by the U.S.
Department of Labor's Office of Youth Programs.* Its. development “Was
guided by the Corporation for Public/Private Ventures {P/PV), an infer-
mediary organization.**

The VICI model.is a carefu]]y structured, large-scale project, based’

_on extensive Jlinkages to unions, work-providing. agencies, schools and -

emp1oyers, which seeks to prpduce valuabTe and visible community improve-

“ b -

*VICI was one of several national demonstrations funded by the 0ff1ce of
Youth Programs under the- Youth Community Conservation and Improvements
Program portion of ,the Youth Employment and Demonstration Projects Act of .
1977 (YEDPA). This Act was incorporated into Title IV of the Comprehensive
Employment and Training Act,(CETAg as amended in 1978. .

**CPPV; as ag_intermediary, was responsibje for: developing and réfining
project design; provfd1ng technical assistance to prime sponsors; reviewing
and analyzing project operation and making necessary corrective action_
recommendations to DDL; and researching both process and impact of VICI.,

(/ | N ' - L R
\l ~ ‘
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ments which help meet vital needs of low-income comhun1t1es, while pro- *
viding youth .employment and r1gorous skill training in various building
trades to prepare youth for union apprenticeship programs or entry-level

employment in construction and re1ated industries. The "mode]" has the
. following. elements:

1.) It establishgs a systefi of "links" among the CETA§§r1me éponsor,
. 1abor unions, community development-agencies, educational agencies, and, in
many cases, community-based drganizations, drawing on the uniqué skills and
resources of each for effective, coord1nated management and rmplemEntat1on
of the project; . ;
2.) It ‘provides low-ratio training Jand superv1s1on by -skilled
* journeymen, to ensure quality instruction and tight superv1s1on and ta ease .
. entry 1nto apprénticeship programs;

3.) It levers funds to provide a suF§;c1ent resource. 1eve1 for a
comp]ex project such As this; and, - - .
4.) Jt creates a‘tra1n1ng s1tuat1on which c1oe1y s1mu1ates the real

work world.
~

~

Ne1ther the goal of th1s mode] nor’ the emphasis on links is_ a unique
concept. Nor is the model-cast in concrete: individual prime SpOnsors can
adapt - -the VICI model to their own emp]oyment training and community
improvement objectives. But the model as it currently operates, and as it

. has Been vigorously and. parnstak1ng1§'molded and guided, works. While it
.is not inviolate, its success requires the presence of the elements we
{'de%cr1be throughout this manuat. There are relatively few programs where

the elements are combjned effectively as they are in this model.
Careful early plafining involving key organ1zat10ns, a clear understanding
' and secure —eommitments from all parties pconcerning their ro1es, and
\\\\\\leadership by a’centra] agency--a11 are ess jal:to the model's success
[ ]

Exper1ence gained in operating these VICI mode]s js described here for
-use by other program operators in developing similar projects. . The VICI .
experience is va1uab1e for several reasons. First, VICI was des1gned and
operated as @ hly structured model,. dependenf on multi-source finding.
Research shows that the structure hgs produced some good results, and that
the multi-source funding has been a .successful means of -targeting
resources. Secondly, & a demonstration project, VICI has been closely
studied and¢ its systems refined as time. progressed. The lessons learned
from this close study can now"be translated into instructions on how to
design a s1m11ar project. ' . \\

4 .

Th1s manual prOV1des a’ detailed Mescription of a VICI-like model and
step-by-step instructions on design, ‘planning and implemgntation. in a
"how-to-do-it" format. It includes samples,of the essential systems, forms
and procedures which program: operators, managers and evaluators alike have
found useful in t@naging and assessing complex training and construction
projects. Additionally, the manual provides resource information necessary
to_set such a project in its proper- -framework--information ‘on apprentice-
ship systems, unions, Dav1d-Bacon requ1rements, revenue generation, and the
like. . ,
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: The VICI Demonstration--A Brief,Descripiion' : ' <

VICI began as a-Department ,0of Labor-funded demonstratiorn program. The
projects operated in ‘eight primé€ sponsor jurisdictions across the country:
. Atlanta, Georgia; Broward Codnty, Florida; Chicago, Il1linois; Milwaukee,
Wisconsin; ‘Newark, New Jersey; New Haven, Connecticut; South -Bronx, New.
York; and Philadelphia, Pennsylvania. At each site, sixty slots were
created for 16- to 19-year old youth enrolled under the supervision of ten
journeymen who served- as crew chiefs and .instructors. These young people
got "their training at worksites--apartment projects, city-owned and private
houses, public schools, and recreation facilities--in the. communities where
they lived. - They engaged in supplemental education activitie€, as. well.
These trainees were groomed ‘primarily- for union apprenticeships, pre-
" apprenticeship programs and unsubsidized construction-related jobs.

’ Tﬁgdeight projects began operatjons in late 1978 and early 1979. The
_sites were selected following an intensive review which determined that
edch had the management capacity,.training plan and local 'relationships
among labor and varjous government agencies necessary to conduct a rigorous

training project. : N S )

_In"each there were four Rey groubs of -players: ) ~
N S~ '
-- Labor unions cooperated in referring journeyman crew chiefs.

«=  DOL-CETA resources were used to pay administrative costs, crew. .
chief sa]arjes, and youth stigfnds. \ ' Y,
-- ?qura1 and many local .agency resoirces were levered for .\\\
construction materials, and for provision of worksites., >
A .
. Trainees at tbéékéight demonstration sites engaged inm\a variety of
skills training and comunity Improvement projects. Trainees, during the
first year of project operations, completed work that dincluded the

folTowing: d/” . . )
. - In Phila e]pﬁﬁa, trainees. éomp]ete]y gutted and rehabilitated
. five large duplex residences. These were sold by the city to
— low-income residents.
A 1 . -~
<= In New Haven, traineés completed 88 work' projects. They gutted -
and rehabilitated residences and community service facilitjes and
painted a police garage, a YMCA, a.YWCA and half-way houses.
e — N .
--. Chicago trainees gutted and rehabilitated a large six-unit
) « apartment house; each unit having four bedrooms, and three
. two-unit buildings.

N
~ o8 %

#. -- Milwaukee trainees completed 152 emergency home repairs on’¢
properties listing from 1 to 67 housing code violations. They
/ rehabilitated the headquarters of the delegate management agency,
. Milwaukee's Opportunitiés Industrialization Center, a ,(facility
with 30 offices. They also gutted and rehabbed two county-owned

two-family dwellings. L ~

~ ) .ev'
. . ¥ ) ‘ 3
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-- In Broward County, Florida, trainees worked on a wide range of
~projects. Crews‘Eomp]eted exterior and interior painting at a
YMCA. They refurbished the local SPCA facility, constructing
walls, framing windows and laying sidewalks. At a large public
housing praeject, trainees installed spr1nk1er systems and
security 1ighting and built barbecue p1ts in common areas.

<

. == Twenty=five homes .owned by 1ow-income persons were brought
"up-to-code" by the trainees in At]:zta's emergency home repair.
project. They constructed outdoor ahd indoor access facilities
“for a hand1capped res1dent.

- Tra1nees in the South Bronx weatherized 25 owner-occup1ed homes,

installing new. roofs and storm windows -and repai boiler and
heat1ng systems.

-+ Newark's crews pa1nted 350 apartments in city-owned low-income
cproperties and yestored and painted a public swimming pool, fire
houses and recrgat1on centers i "the projects.”

increased. Some sites -far exceeded their or1g1na1 project completion goals,
and were.deluged with requests from local agenc1es and iNstitutions for the
serVﬂces of these VICI trained crews.

\

.Based on their success, the projects were contihg;: and productivity

Within the nat1ona1- demonstrat1on, $2,703,396 was levered from
different-governmental and other agencies for a Varﬁety of purpgses (this
totalled slightly more than 33 percent af the total program budget). A
total ( of -'$2,033,696 came from the Department of Housing and Urban
Developyent (HUD) Generally, these funds were used for materials and
supplies. HUD funds were used to make repairs on housing authority stock;,
to rect1fy code violatifhs cited against ownerkoccupied residences; and to
gut and_renovate. single-~ and multi-unit properties which were so]d to

. 1ow-income persons residing in that ne1ghborhood ) ,

-

Other agencies also provided funds. At one "site, the Mortgage

Guaranty Insurance Corporation (MGIC), a private agency which insures

mortgages, provided $50,000 for materials and supplies and subcontractor
services. One prime spensor received $250,000 from the Community Services
Administration to purchase materials and supplies such as caulking, window
frames and doors for a weather1zat1on program. In other city, the tocal
government provided $108,000 in .municipal tax funds .to purchase needed
materials and supp11es for work on multi-unit residential properties which
were managed by the city.: .

Many demonstrat1on sites wused Department of Labor Public Serv1ce
Emp]oyment (PSE) funds to augment the program staff. PSE provided a total
of "$261,700 in staff posigions to the VICI sites. These positions included
truck drivers, “inventory clerks, counselors, data collectors, form
developérs and bookkeepers. . In all instances the Tevered funds were
mutually beneficial. The. demonstrat1on received monies for materials/
supplies, contractor services and staff. The levered agencies improved
their ability to deliver services to the community and prov1de works1tes
for qua11f1ed PSE participants.
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. The VICI program has shown- excel]ent resu]ts in, terms of p]acement and
productive output: »

0 0f the 784 trainees who had left the VICI program through
February 1980, 42 percent were positive terminations. While this
srate may seem low, it has resulted in large part from the
insistance 'on high standards -at VICI sites and termingtion of
those not meeting standards. Rates in projects based og;Ehe VICI
experience may well be lower, given lessons learned
both the type of work for whom VICI is useful and program
mechanisms wh1ch encourage successful completion.

0 Significant among the 42 percent positive.terminations are these
figures: - /

¥ . v LN
. .

-- 275 or 84 percent were employed; -, '
-- 62 trainees, “or 23 percent of ®hose )
dentrred into union apprenticeships; .

N

-- another .121, or 44 percent of those emp]oyed sefgred
construction and related jobs; : el

-- § third group of 68, or 25 percent of those ehp]oyed,
obtained other jobs. ) ‘

0 Among those 92’wh0 became apprent1ces, the following are noted:

--  Some VICI trainees were SMarded a fu]]-year S apprent1cesh1$
credit for their VICI training’and experience.

-- Ten women graduates .of VICI entered apprent1?esh1p
0 0f ,all jobs . secured by VICI trainees, 241 or 91 pe:EEnt were

& ﬁf%bs1d1zed

0 The average wage earned by all VICI graduates upon p]acement yas

. $4.59 per hour.
Apart from these pdsitive outcomes for youth,- the commdnity was
provided with tangible improvements with a substahtial dollar value. On

the . average, V]JCI produced $.42 of value for every dollar spent on the,
demonstration. = Some sites produced work valued at about $.70 for each .

dollar spent. The model can be specifically designed to produce these
higher work values, if desired, and productivity increased over the life of
+ the projects. ™ . .

quality. Independent private contractors using average  co®struction
qua]ity as a standard, ranked VICI work as above average or average .in
_almost all instances.
~fn - R = /

It should be noted also that VI@# work has been. judged toge of high,

16

cerning

anp]qyed were in-

T
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Critical Elements

‘d%zi - 6 £ ~

p VICI was not a r1g1d ‘model but rather a genera] approach. V{gl s
guiding principle--its motto--might be, "Something for everyone"--and

"Something from everyone.": In designing a link-based model, the project's
planners recogn1zed that no ‘single agenty could supply a11 the resources
needed.. That is, no single agency cou]d ‘

-- provide. rigorous skills traiping in vagious trad&s, making
~available from its ranks professional, 1 w-ratio supervision;

-~ guarantee a supp]ykof suitable worksites;
~= run v1gorous recruitment and p1acement campa1gns and guarantee
funds for salaries, materials and supplies; and,

-~ provide nebessary supportive Services.

What was established, then, was the 1%nk system of relationships among CETA
prime sponsors, labor unions, city agencies, community organ1zat1ons,
education fMStitutions, and so on, to guarantee that a11 the necessa&y
resources would be available to the prOJect

Hand-1n-hand with the links goes another mode]l pr1nc1p1e-—1evering of
funds. The model; taken in sum, appears to be an expensive one. Super-
visory costs are h1gh youth earn wages and raises, and great quantities of"
materials and -supplies are required to undertake serious work projects.
.But VICI works because the prime sponsor is able to establish relationships,
w1th organ1zat1ons which have contributions to make. And these con-

tr1but1ons, as we-explain be]ow, enable the individual Tink's resources to

go farther.,

In thq model, f03\1nstance, CETA dolldrs are spent on adm1n1strat1ve

expenses and youth: supervisors' wages and fringes. Primes have to 1ever‘

other, non-CETA funds for materials and supg}1es, support services,
educat1on, and the like. But-if these non-CETA funds are to be levered,
the prime sponsor must ‘draw on, its experience in " establishing and

ma1nta1n1pg relationships with seyera] 1nst1tut1ons

Chapter II, "Project A]ternat1ves,“ exp1a1ns in detail how the f/nks
aré forged and what techniques the prime sponsor can use to maintain them.

The sections immediately following briefly describe what must be available _

to the prime in the first place in order to'initiate such a project: e

A. Union Invkoement:

The pivot on which VICI's success turns is the rigorous and
professional. skill training and work experience which prepares

Ce trayﬁées for apprent1cesh1ps and employment. The key~to this
* training is most.often the participation in the project by local
labor unions. ., Most obviously, the unions_are the project's
source for exper1enced professional craftsmen, the journeyge

who supervise the trainees. Because the Jjourneymen know not

their crafts but also the criteria fbr apprent1cesh1ps and em»

&
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ployment, they will assist in developjng training curricula. and
skills 6rogress1ons, and they are a ong- force for quality work
on the training site. And they can significantly enhance
trainees' placement prospects through théir ﬁnforma] network of
contacts. ~

No less important are the work ethic and job habits which
the journeymen explicitly and implicitly émpart to the trainees.
Even those VICI graduates who have nof found apprenticeship
placements have, in impressive numbers,. brought to other
employers discipline, reliability, and pride in doing a pro- ,

. fessional job. R

While unions were active in the.corstruction industry in
each of the eight VICI sites, we know that some CETA prime
sponsors may, despite their best efforts, not be able to cement a
bond with a local union. Or,,in some areas there may be-no
unions. Does the prime abandon “its.plan to start a project like
this? ,

. A N ‘

No, not if another orgapization can provide to the project
the same kind and quality of supervision, training, placement and
production as would a .Jabor union. ‘If there is in the community
a strong building trades or contractors' association, for
example, the prime may want to investigate a Tirk with such a

oup.

It is: 1mportant to stress that high quality supervision is
essential to the syccess of this model--both from a youth
traininy and construction quality vantage. i

The Work Prov1d1ng L1nk S i

\ * N -

, *On the surface,. this would- seem an easy link to forge
There are few communities which do not have work waiting to’ be -
done. Work providing organizations~ are frequently under .
constraints regard1ng the,amount ‘of woney that can be. spent to
_improve a given 'building or worksite. With their labor costs
picked up by CETA,~the work providing organization can expand the
scope of wos? at any given site or can work at a larger number of
sites by mmitting* its own funds entirely to materials and
supplies. The prime sponsor will: wShtgjib deal with a- work
providing agency wmtch has solid asse for a “multi-linked
projéct. -The agency must provide work of sufficient scope and
variety to meet the wigorous. training and work-experience goals_
of the VICI model. A good work providing organization will also -
make available appropr1ate worksites in a timely and effective = .
manner. And, when worksite select¥on *is the work provider's.
responsibility, the managers are ‘spared the insipuations of
favoritism and cronyism. . v
The work providing organization may also figure sig--
n1f1cant1y in the levering of project funds. It must be able to
provide materials and supp11es .funds to offset administrative ang+
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supervisory costs ghich arise outside CETA guidelines. It should
provide "in-kind" assistance, such as insurance and architectural
services, and it will be able to help in expediting licensing, -
permits and:inspections. FTha]]y, it may handle the marketing of

the finished product, thereby producing Program revenue,

-

The Education Link:

Onegkf the hard-learned lessons of the VICI demonstration is
that the educat;on link, while hardest to effect, is an essential.
one. Even ‘in program targeted to disadvantaged youth,
preparing them most] for manual labor, there was a correlation
between the trainegg' education .and subsequent labor market
success. The fact is that apprent1cesh1ps are _virtually
unattainable” without high school diplomas or GED certificates.
- Other positive placements increase among those trainees with more
education. Schools are also a 1likely source_ for drivers'
education which, at most demonstrat1on sites,. proved, to be
impoftant in job placement. ~ ~ v

The prime sponsor will, therefore, want to work c]ose]y with
the local system to arrange for GED and _drivers' etlucation
classes for trainees. The school may also be-a source of support
services not covered by CETA funding allocations. The wschool
system may contribute these services in eibhange for work doné€ at
the~school by a project work crew. Vocgﬁ1ona1 schools may find a
Tink with the project particularly attractive.

Whatever agreement is made, -the prime sponsor should
recognize . that the education 1link--while elusive and in-
tangible--is a critical one. . Careful early planning to secure
strong |commitment from the 10ca1 education institutions will
f1gure prominently in the program's success.

Suppoft Service Lirk:

Since ‘CETA allocations for the project do not generally
cover provision of support services, the prime sponsor should
attempt to secure in-kind contributions of such services. The
‘prime may be able to trade VICI work «for such services, or it may’
be able to draw on i{s own agency's resources. We have learned’
invthe demonstration project that these services--legal, health,
housing, *persdnal <ounseling, day care, etc.--are very 1mportant
and must n some measure be made available to trainees.

>

Levering Funds and Fund1ng the Project:

Much of' what we\EEEH by the@%o’ ase "1ever1ng funds" hJ!
n

become clear” already. CETA alloca s for the-project cannot
_ possibly cover all the expenses of a highly-structured, rigordus,
professional *empToyment and training program, and the prime .
sponsor .must be able fo secure contributions of money, staff,
- materials and supplies from other sources. Later chapters w111
discuss in detai] how to plan the proaect budget and to fidentify

T
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fund sources. Fo]]ow1ng is a brief discussion of .some of the
project's fund1ng pr1nc1p]es ' .. .
/ H

At a g]ance, VICI 1ooks like an expensive project. . The very
elements that make the project successful are those things that,
make it appear to be .-costly.- w-ratio training by highly-
skilled, experienced, ng:g%sioﬁéf craftsmen; intensive work
projects requiring consi le gggter1als, trainees paid wages
Eéginn1ng at ]e:iir%;/the federal minimum; education and support

]

* jces for al

.= these cost mon€y and together would empty the coffers of any.
agency requf/gg to fund the project alone.

‘agency bears all the costs, “and each contributing agency
expect a healthy quantifiable return eon its investment, in te
of tangible community improvements, an increased tax base¥nand in
some cases revenue generated by the project itself.  Addi-
tionally, each contributing- agency will see substantial work
¥a]ue benefits accure and the community--particularly oné with a-
arge welfare-dependent youth population--will -gain better
workers and decreased welfare rolls. The work value figures
quoted earlier in this chapter are suggestive. If one-fifth of
the support of the project confes from CETA, the support providing
agencies get roughly double'the volume of output they coutd by
directly contracting for the products. The prime sponsor gets
. more youth employed at more skilled jobs per CETA dollar when
outside resources are, tapped. .

" But, though each agency reaps all the benefits, ho s1ng%§

\ The eight VICI demonstration sites hav€ levered funds from a
wide range of sources, including local housing authorities, HUD
. agencies, CSA and CDA budgets, human resources institutes,
-ho s1ng development corporations, and more. Nationwide, the
eight " g\monstrat1on sites levered slightly more than 20. percent
of the \t
of ‘their funds from non-CETA. sources.

Sbme projects may even generate some reyenue for the pr1me
spog;nrfng agency or ondhof the linked organizations. At one
—defonstration site, for example, trainees worked on abandoned
houses owned by a city agency acting as work prov1der to the
project. Five of these properties were sold by the city as
resigentia1° properties. There is no reason that some prime
sponsérs cannot embark on projects which will generate revenue

directly to the project, contributing to making the project that .

much less costly, in the Tlong runy and‘Jpwre sgl f-sufficient.

Interna] Programmatlc‘Cons1deratfg;e

'——Hhile links and levering a:E\the sine g__ non for the organization and’
operation, of VICI projects, what is even more umportant is the substantive
activity which results. VICI projects have several ynique features -
relative to more traditional work experience projects:,

Y Y

inees; and vigorous placement campa1gns--a]1 .

otal funds, and three'sites levered wore than one-third -

.
-
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A. Intensivé Supervision: v B . \

-}
¥

The eight VICI demonstration projects twere Hesigned to
" employ and train 60 youth at a time per .site, with a trainee- -
AN to-supervisor ratio of six-to-one. A prime may determine that it
' “ Lo can provide funds to support more than 60 trainees or that it can
develgp work ‘ projects sufficient for. only 30 trainees. The
~ woyeral I\ project may certainly be scaled up ror down. Yet-a .
substantial scdle is necessary to warrant the organizationdl - -

) ., effort and to spread overhead, as well as— to .provide justi- "™ --
'\ \ fication “for securing of external funding. ’

N

. 1
~. What cannot be radically altered, however, is the six-tosone °
‘. - \trainee--to-supervﬁsor ratio which helps to assure¢ quality of,
— work, intensive professionral training and safety on the worksite.
’ To set this .in perspective, apprenticeship progr?ims generally ;
call for -the reverse--six journeymen to one apprentice. There. . .
. : are several factors to consider in ,establishing the ,trainee- .
. v, — to-supervisor ratio. : . ,

(1) ‘Txpe of Work: In real work situations, the confines- of the con
job automatically set limits. For instance,. it is difficult for
+a plumber to supervise two trainees, much less six,-ind>a smalil
bathroom. On the other hand, a carpenter may be ‘hgge to
upervise eight, ten, or more experienced trainees "in framhig out
" “walls or drywalling, .but fewer in finished carpentry work‘
. (2) Skill Level of Work: Clearly some'work does not require the "
_':3 amount of.training and supervision as migh& other work. ®rojects
involving painting or insulation installafion, for instance, -
.require less oversight. ) '

S * (3) Trainee Capability: .Once trainees haye had some exposure to
' the training, they need less. supervision-—in fadt, some ex-
ceptionally well-qualified trainees may _become assistant crew
chiefs. * On the” other hand, as youth learn work demands and

° require less supervision, the types-of skill levels of work..
usually increase which' requires more individualized-training and
assistance. ' ",

A ( , . ' -

. In other words,, the six-to-one ratio is not s'acrosan%; on
. p tp

the average, however, 1t appears tg have been a major ‘ingredient
in thé s¥ccess of VICI and the pr‘&ip]e feature distinguishing
£ , ' VEBI from other work programs. _ oo - ,

B. _Training and the World of Work:

A

v 5 The' VICI model simulates the real work world. The benefits
of the low trainee-to-supervisor .ratio and gf quality, skilled
. . . ‘craftsmen in the projéct accrue to both trai&es’ and community in,
¢ . . some dintangible ways. In addition to learning trades, the -
‘ trainees learn’ good work habits and job skills. They learn to
/take direction and to work independently. They learn to come to
work on time, and they quickly learn that they are not paid for
time not on the job. - C .
to - To0e % L -~ L
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In other words, the trainees do more than prév1de physical
.improvements to the - commun1t1es They ° themse]ves “become
disciplined, professional worke;;///Even those who \do” not apply

their VICI copstruction skills to/their new jobs do apply other -
well-Tearned skills. They gbeconfe, themselves, -assets to ‘their |

communities 1 .
P4 : &

- .
¢

C. Product1on Versus Tra1n1ng

<

= The hea1thy tension’ that exists in the project must be
' maintained by the project operators;” rather thdn avoided.: .If

well-managed, - the competition between" meet1ng‘ product1on.

deadlineg, on the one hand, and guaranteeing the'® 1ntegr1ty of ’
.skills progressionsgs on the other, will keep the project on. the
track., - . . YL

N

But- {0 \do - this, the wbr1me sponsor must be able to~ put
together a staff of persons who can satisfy these dual needs * At

v ot

prdject hired as administrators at least one person with ‘ex-
tensive knowledge and experience of CETA and manpower *programs ,
and at least one person with an extensive background in the

« skilled trades: We speak more about this in later chapters, but
the prime sponsor contemplating a project based on thé€ VICI model
must recognize that the presence 6f such persons on the project 5
staff is essential. \

p ‘ e

-

. : - . v
What‘ﬂext? . _ - ,;J///“ - '

The YICI exper1ence suggests that the above elemepts are essen@ﬁa] to
the hea]thy operation of a multi-linked training and employment. program.
We do not sug%est that the ‘entire model can be adapted to every prime
spansor's overall goals or to everrrgommun1ty s needs and resources.

H .
The prime sponsor may wish for)example, to train yquﬁb adu]ts aged 20.

1o 25, rather than 16 to 19 years old.. ‘The model may be scaled.up ‘or down

*in size to match local needs and resources. Or the target p0pu1at1on may

be Timited to women who are single parents. Another prime sponsor may make
agreement with a work proyider responsible for transportation rather than
housing. - St#l1 another might put its trainees to work on rehab111tat1ng
health centers or hospital facilities. . ;L < -

It .is just as important to rea11ze when this madel is inappropriate.
Theré are economies of scale and a need for continuity; unless adequate
resources can be provided, and the mu}t1p1e linkages achieved, it will be
difficult ‘to market. .The approach requires attention of the prime sponsor
staff and\e;11very agent staff not necessary in less complete efforts.

sources of funding for materials and equipment must bel
availaple. Because ‘of the thigh unit cost qof the VLCI approach, ar-
rangedents must~:jﬁdeveloped to assure that the selected participants are

those who- would, Yenefit most from this approach. If hese and other
elements are no
projects are probably preferrable.

~ {

%
'y -

!/ - 11 ’ —"/\.~

most of t f1C1 demonstration sites, the agency managing the(

available, then more tr%iitional, sma]]er-scqle,«work ‘




The prime sponsor who determines that the Tinks can be made, adequate °
mon-CETA funds. Tevered, .quality supervision provided, and employment and
apprenticeships securéd for a reasonablé number of trainees, and who is
prepared to vigorously guide and monitor the project ~te maintain a

. production/itraining balance, should view the model with enthusiasm. That

prime will also want to read the rema1n1ng chapters of this manual, which
were written as a "how-to" guide”for prospective operators of such youth
employment and training prajectst® From planning to operating, the step-

by-step instructions and practical guidelines are, contributed by persons
from all VICI quarters: “prime sponsot and delegdte agenc administratars,
national VICI staff at P/PV, Office of Youth Programs (OYP) staff, YICI
project staff and journeymen, trainees, fiscal and research personneT,

representatives of work providing organizations -and’unions, and others.
. . M - F d .

Vd

gject, Alternatives," Chapter II, describes briefly ande generally
VICI projects currently operat1ng across the cpuntry. = Also
sugdested are ways in which the' multi-Tinked construction-graining ‘model
can be adapted to other kinds of- training programs and to community_im-
provement programs not geared exclusively to housing stock rehabilitation.

We sugges#’ in this section, <therefore, government agencies and departm nts
to which. prospective plarners-might apply for funding. <We offer some chies

as to how these funds amd others may be app11ed to youth tra1n1ng and

-

employment projects R
L]

Chapter III, "Pr ject Planning and L1nkages," discusses -three
important e]ements fiscal planning, prOJect links and project, sfanagemént .
We begin with the Eas1cs of fiscal planning. We' then exp1a1n How tgyionn
the "1inks," the all-important re1at1onsh1ps among the models planners, the
unions, work prowiding organ1zat1ons education institytions, etc. And we
provide a, choice between two types 8¥ project. management, exp1a1n1ng the
a vantages and criteria for each one. 4

apter IV, "Project 0perat1ons,“l offers an array gj;pract1cad tips on
§%art-Up, f1sca1 management, payrolling, cost e§t1mat1on, é@tur1ng
materials and supplies, scheduling license apd permit inspections, and
managing subcontracts--the "nuts dnd_ bolts" which ?rsguently determine
success or failure of the project.. .

Chapter V, "The Staff and tHe Trainees," exp1a1ns what to look for’in
both sgroups s how to recruit and’,seléct them, .how to.phase them into the
model and how to'prepare them for an unusual project. We explain personnel
policies for each group, support sérvices and skill and wage progress1ons
for- trainees. In this section appear guidelines for planning and running

e placement campa1gns, step-ﬁ -step instructions for staff members, union .
reps .and trainees in securing employment after VICI:training.. All this is-

explained. in the context of the de11cate ba]ance of tr%;n1ng goals and
production goals.
: 1'4 4%
Chapter VI, "Some Common Questions and Answers," synthesizes from the,
previous mater1a1 to pull together, in plain Eng]1sh, answers to the most’
frequent, questions about VICI-type projects.

The appendicés to the manual include other information the p H5: and
manager will "need--sample forms and reports; purchase order fofis and

‘.
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procedures; - a samp'le set of partic*'i pant rule
planation of the VICI work valuation formula a
placement strategy; and.more.
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S ; CHAPTER II: PROJECT ALTERNATIVES

-

\

The' first step in developing a VICI-type project is to detemine its
focus. Identifying and selecting among "targets of opportunity" mus
include an assessment of community needs, the abilities of alternate
delivery " agents, the availability of supplemental resources, and the
possibilities for linkages. = ¢ . N .

There are several-approaches to deciding on appropriate large-scale
community improvement projects. The most obvious is to Fink up with local
.organizations--community . development corporations, tenmant or neighborhood
groups, housing authorities, municipals code enforcement agencies--already .
involved in and, funded fov* rehabilitation. This has the advantage of
providing co-targeting df resources to an area'of established need. ’

. It may be, however, that the prime sponsor chooses to do its ‘own
determination of need and initiate rehabilitation in a preéviously un-

.. targeted area. This determiniation in itself can be an activity youth can
become involved inagsurveying and analyzing housing stock and demographic
patterns,

In any event, there are several kéy‘concepts which are basic to any

decision on how to proceed: - .

. / . »
First, federal regulations require_that CETA fundéd programs:
S . o S
-- “result ‘in an increasé in employment and training opportunities
over <those qrdinari]y available;

-- do.not result in displacement of currently employed workers; and,

-- do not impair -existing contracts for services or result in the
substitution of federal funds for other funds in connection with
\\v/york that would otherwise bé performed. ‘

GeneraTly, work on low income housing will not.result in any conflict
with these regulations. Work on publicly-owned* facilities should be
approached- with these cautions in mind, .howeyer. Early consultation with
local labor unions and contractor organizations is important™to assure this
concern is .addressed. ’ < '

. L)
Before commiting resources to a project, the '6rime sponsor must
- determine if the rehabilitation- is in line wjth an overall improvement
trend in a peighborhood, It serves "1itle useful purpose to expend,
resources in a neighborhood experiencing, rapid abandonment or intense
vandalism. wOn| the other hand; CETA primes should assure, to the extent

_possible, that rehabilitation results in upgrading for Current residents,

and does not fncourage their displacement with higher income individuals. %

7 *

The prime needs to establish time frames during which it is willing to
commit- resources, and then determine what work can be carried, out dfiring
that period. At the same time, the work to be undertaken should be such

»
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that 1t can be, structured to- prov1de for sk111s progression for tra1nees

‘Labor market 1nformét1on should provide a basis for- expecting that job
opportun1t1es "will' be available for trainees in thé areas identified _for
training.” . v )

The range of non-CETA tasks which cou1d be involved 1n this mode]
“include:

4 « » ’
“ .
b , . @ .

-- déind a ccmmunity'neeés aSSESIMENt; Sy
-- deve]opﬁnd a feasibi{ity study;

-- putting together a funding‘péctage;
'--¥ determ1n1qq\homeowner e11glb111ty, and,

-- . procur1ngr1nventory and st0r1ng mater1a1s and supplies. " R
The prije sppnsor ngeds to detentine whether it or a de]egate agency shou]d
become “}avolved- i’ these. tasks. Linkigg with other established rehabili-
tation resources can_ reduce involvement xP these act1v1t1es )

\
But the pr1mary cons1derat1on is the type of rk prOJeﬁﬁ wh1ch will
- be jnitiated. VICI involved four major types of work projects: ‘emergency

- home _repair, painting, weatherization, and "gut" r@habilitatian. The
typo1og1es which follow. describe ghe main elements of each “of. these
programs in general contexts. ) ,//’é“\\\ N o

b

Gut ‘Rehabilitation

e

1. Objectives. A gut rehabilitation program seeks to return un- .
inhabitable urban residences to -the functional housing inventory. These
_ residences may have been abandoned by the prev1ous owner, damaged by firé
or otherwise rendered unfit for occupation. ~ Trainees ‘gut out the damaged’
port1on of the interior and exterior, perhaps down to the original extertor
walls; and then rebuild the dwelling within the ex1st1ngkshe11

. 2. History/Value. The VICI national demonstration sites. achieved
‘1mpress1Ve successes with gut rehabilitation work projects. In the first
- year, work on more than a ‘dozen single- and two-family dwellings was
completed and one large six-unit building wes\gear1y completed. At one
site, crews began the interior demolition woFk on an eleven-unit buildjng.

Gut rehab111tat1on was frequent1y chosen by VICI 0perators “because of

. the solid prospects it offered for training and visible community im=

provements. At such worksites, the project exposed trainees to all facets

of the residential construction trades, including demolition,’ réugh and
_finish canpentry, basement and foundation work, roofing, electrical,

plumbing, heating, cement f1n1sh1ng, plastering, drywa]] installation, and .

taping and pa1nt1ng Gutting and renovating a gye111ng also followed a
natural progression of skills, from. pure physical” labor in the, demolition
stage through advanced ca try and painting .tasks at the finish stage.

" ’ ‘ A4
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-« At each particular stage of the gut rehabilitation process, this type
of project has much to offer. The demolition phases allow for an in-
troduction to safety and first aid practices. The lengthy duration of the
work at one site reduces the Jlogistical difficulties of transferring
materials and crews. An unoccupied dwelling hag, advantages as-a training
site, including the capacity to establish make-shift classroom settings and
edsier storage of materials and equipment. Finally, a completely re-

habilithted dwelling is an impressive community improvement, visible to
area residents and public officials alike as -a tangible sign of neigh-

borhood rejuveqation. . %

3. Disadvantages. The magnitude of a gut rehabilitation worksite
also copgtitutes its chief drawback. Each site requires substantial
.'_Eateriﬂs and supplies, .thereby lessening the number of projects that can

e undertaken. The licenging, permits and inspections processes are more
frequent and more” rigorous in these-worksites than in emergency home
repairs. The range of trade areas and subcontractors required for gut-
rehabilitation' demands tighter and more complex scheduling. A1l in all, -
however, gut rehabilitation provides a superior setting in which to
accomplish the trajning and community improvement goals of such a project.

¢ - .

4. Work Provider. Most citiet have designated as work provider a
municipal “agency or quasi-public corporation whose mission is to renovate
subsfandard housing and return it to the-housing inventory. This
organization normally receives Community Deve1op\nﬁﬁf/810ck Grant funds and
.a varjety of low-interest federally subsidized loans and* construction
funds.)] The agency-gains title to the properties through condefnation or,
tax sale and contracts with a construction firm to completely.rehabilitate
themeinto single- or small multi-family residences. In other cases, the
agency transfers thé title of the dwelling to a eommunity organization that
will, in its turn, rehabilitate the property and sell it or hold” it for
rentals. In yet other instances, a property is turned over to a "home-"
steader" who promises to rehabilitate and live in the -property for a
five-year period. ‘ ' \ :

Work providers in the national VICI demonstration filled all of these
roles. In one instance, the city agency retained title to the property and
employed the VICI project as a general contractor to perform the re-
habilitation. The city agency then sold the dwe])ingsupon its' completion.
In other VICI sites, the -VICI operator obtained” title ta the dwelling,.
Jrehabilitated it; and then held it for sgale or rental %o low-income

community residents. - ¢ £ 4
-
5. Trade Areas. Several types of construction wogkers cag be .
usefully employed and trained in a gut rghabilitation pradéct, including

the carpenters;, drywall tapers, .pluinber;sﬁ,ﬁectrjgﬁiegp’ﬁ;‘f laborers and
painters. In addition, plasterers can be empToyédsgfi<tiouses with basements

At

bricklayers are useful on.masonry and stone houses, The bulk of the work
will be done by carpentry ,and labor crews, while intermittent, miscel-
laneous trade (areas will be covered by work crews,on a revolving basis.
For this reas it may be necessary to have an emergency home repair
component to provide work for' the plastgring, painting and roofing crews
during "off" times-at the rehabiljtatiop sites. Several VICI programs
solved this by hiring subcontractors td pRrform speciality and mechanical

- W

§and outside walls that pequire the application of stucco cement, and
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work (such as roofing and plumbing) after first eliciting agreement from
the subcontractor to supervise a two- or three-man crew of VICI par-
ticipants. This allowed the projects 'to- add a ,trade area, and the
associated skill training and placement possibilities, without having to
hire craftsmen in these trages for the duration of the project. \\\

4 )
Emergency Home Repair ’ N

‘municipal revenues. Th

“?

! .4 , .

1. Objéctives. An emérgency home ‘repair program {EHR) provides home
improvement services, either on a small or 1large scale, to qualified
property owners. An EHR program may offer two options. ~One -program option

.~is doing minor repairs such as replacing windows, 7locks, door hinges,

electrical sockets or fixtures. The second option is to do major repairs,
including porch. cohstruction, installing new electrical serv1ce, replacing
p]umb1ng systems, and’ rep]ac1ng roofs and deteriorating foundations.

2. History/Value. Often munjsipalities have a back]og of properties

- with existing code violations. They are owned)by elderly, economically

disadvantaged or unemp]oyed persons, who are unable to make the needed
improvements. Some residents may have considered abandoning these
properties. In suéh' cases, the local housing code, enforcement agency, in
conjunction with +the multi- Tinked training program, has the unique
opportunity to improve living conditions and maintain the health of the

. neighborhood’, and to provide a continued tax base for municipal coffers.

Experience has shown that Vcode enforcement agencies are amenable to
providing such assistance to homeowners.

3. Source of Funding. Most municipalities "havé obtained federal
funds for housing imp;?vement or have made cammitments from their own

prime sponsor, should seek out these funds, makigg
sure that they can be applied to the program goals. Properties: targeted by

HUD, CSA, DOE, and state governments have funds available for housing .

programs. It is to ‘the benefit of all concerned 'that the housing stock and
real estate revenues be maintained.

4. Work Proviggg. The' best work provider is an agency which can
provide materials funds;&‘giz unfulfilled community commitments and is
capable of providing necess work orders in a timely fash1on An agency\
with deep community ties, which has been unable to satisfy those com-
mitments, is a likely asset because it will. look upon the program as a
method of fulfilling its mission and it will provide quantitative support
services to the program, including prompt work order assignment, initial
cost est1mates, transportation services and sign-offs on completed worhq
orders. .

A single work provider may be avaitable to the program; for example, a
relationship established with the JYocal housing authority .could guarantee
work orders .on a continuing bas¥ throughout the demonstration. Such an
agency would have systems in place which would be an asset to the. program.
A Tist of properties needing services would be immediately available.
Estimators, inspectors, materials and truck drivers could supplement the
existing program staff. Training of new staff would be minimized.

1
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Alternatively, the prime may contract with a’ number of -work providers.
.The managing agency could search out local agencies and organizations in
need of assistance. In accordance with government regulations, the
delegated managing agency must consider the type of agency, its goals,
source of funds and services needed. For example, agencies such as the Boy
Scouts, Young Men's Christian, Association (YMCA) or local board of
education would be acceptable as worksites. Work on the. sanctuary of a
church would, on the other hand, be disallowed due to constitutional
separation of echurch and state. .

5. Unions. A prime sponsor contemplating an emergency home repair

project will negotiate with a range of unions, including any of the.

following: electricians, plumbers, carpenters, trowel trades, painters or
plasterers. The prime-should also consider the type of structures to be
serviced and what the EHR program will emphasize. Substantive corrections
should be the focus of the production. and training goals; cosmetic
improvements will be an added-program benefit. .

3 . ’
v 6. Advantages/Disadvantages of an Emergency Home Repair Project. A *

major home repair program presents the following advantages and disad-
vantages: N » ‘
& .
-- If major repair is emphasized, less frequent scheduling is
required because "theré are fewer work orders.

-- Participants acquire more in-depth training experience’in a‘major
home =repair program. Therefore, participants will face better
placement prospects upon graduation.

—

-« Community improvements performed by a major repair program are

moire visibley ' The participating "1links" are thereforeaab1e to

get better publicity from such a program.

-- In a major repair program participants have the opportunity to
rotate. through different trade areas, and to %Yain greater
knowledge of each. '

-- Some major repairs may entail more sophisticated work tham.can
reasonably be expected of trainees. It is possible that master

Jjourneymen, such ad Tlicensed plumbers or electricians, may be

needed to perform work to meet certain municipal codes. Salary
demands will prohibit their fu]]—tim%?ﬁgenmanent employment in
the project and they should be hired “6n an as-needed basis.

The program planner should be aware of these potential work provider
problems: . . .
3 | .
. == If there is only one work provider, the program is totally
dependent upon a single source of properties.

--  Multiple work providers also present problems. The managing
agency is likely te,maintain a stronger rapport with a single
_work provider than it would with multiple sources. With multiple
work providers, it is more likely that pre-arranged_inspection,

s - .

<
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referral and sign-off systems w111 fa]ter, since they,are less
frequently used

Y

-- Participating -agencies must be_cognizant of potential scheduling
difficulties. Al]l work prov1ders consider their_work a priority;
T - therefore, scheduling should be a joint venture, closely co-

N ordinated and sound]y structured. . \ N
Minor repair programs present a dlfferent st of advantages and dis-
advantages - .

-- A program emphasizing minor repairs must constantly okder

. materials, pay bills and schedule work orders if it is to

"maintain an uninterrupted flow " of services rendered. Close
coordination between the 1local management, agency and work
provider is a necessity. Y . ‘

--  Skill progression is another concern. A minor EHR program must
.make sure that the: worksites provided offer sufficient op-
portunities for skill development. Otherwise, skill aonuisjtion

and potential placement will be severely minimized.

|

a

Painting . . "\ ’ , E
C1. ObJect1ves A painting -program seeks tolprovide painting and *

related services to the community.. The services may’ include interior and
exterior pa1nt1ng, in such sites as recreation are Sy apartments and publc -
areas in apartment houses, day care centerskpol'-e and fire stations, and
'the like. Trainees prepare propert1es for pginting, including in such
preparation glazing, .taping, scraping, etc. =

2.. History/Value. In most municipaligies,  the local hqusidg, //
authority has an abundance of properties requiri ervices. The hous1ng
authority has predeierm1ned dates for providing general maintenance, repair - ,;>
and painting services. Even though the goals for services have been set, <
the housing authority is usually unable to maintain the goals. While the
‘housing authority may lack the manpower to do its work, it does have money
and materials. :

* v

In the VICI demonstration, the single- tradev progranl which provided
only pa1nt1ng services completed work op over 350 one- and two-bedroom’
apartments in a one-year period. Trainees’ also painted pub11c areas, a
f1rehouse, sw1mm1ng poo} and recreation, fac111t1es

3. Source of Fundipg. Monies for such a program can be derived from
a variety of federal departments and channelled through local agencies.
These include, but are not limited to, the Department of Housing_and Urban
Development (HUD), Department of Energy (DOE), and Department of Labor —~
(DOL). Each department has different governing guidelines- and the
management agericy: should '‘make sure that these guidelines are congruent with
their particular goals. Within the demonstration, materials funds were
derived from the Loca] housing authority and municipal coffers.

4
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4. Work Provider. Perhaps the best work provider,wiyk’be either a

municipal “agency or Jocal housing authority. Both agencies would have

Vo existing lists of properties requiring services, and both would have
) systems and monies in place which could be made -available to the:program.

In\}pe national demonstration, lists of eligible properties needing paint

services were available. The city government had set aside monies for

painting and other property improvements. Also, a warehouse facility was ,
available where paint, ladders, drop cloths and other ‘materials were “

stored. . '

€

*®
5. ‘Unions. The local management agency should assess the community
needs and existing relationships with local trade unions before selecting
trade unions. Consideration-should be given taqrthe ability of that trade
area to function independent of other uppérting~ynions. For example, if
the projected program is to emphasizé th¢ paint ‘trade, -what preparation
must be done before the painters aré able to fulfill their responsibility?
. If tentative.work orders require pYumbing,\carpentry, or electrical work,
the_local management agency will”need to haye thesg services provided by
"the work provider or make other arrangementss Sugh coordingtion can™be
minimized and possibly deleted if the work proviider refers properties

. needing only painting service. . -

6. Advantages/Disadvantages. Within the demonsteation, a si§g4e- \
trade painting program was operated. A single-trade program will have the
following - advantages whether it is related to painting, carpentry, masonry

\ ~or electrical work: : ~

-- It allows the funding source to establish a close rapport with
one particu]an\zrade union.

‘== The scheduling and re-scheduling of work is easier.
-- ~ There is a cost savings’on bulk purchases.

--  Reassignflent of parfﬁciqants, when a journeyman is absent or on
vacation, is easier. . ’

- Placement qpportunities should be enhanced due to the extensi&e,
*" indepth. training. \ : '

~' JThe disadvantages are: ' .

--  The work provider must be able to provide a régular schedule and\
variety of work orders. . -

- A program offering one trade can easily become monotonous if it
is not’ properly structured; therefore a cdncrete effort must be
+ directed at obtaining a variety of work orders offering increased—"

_ ki1l developmept.

- The local economy may not be able to absorb a mass entree—of
persons from a single-trade program.’ .
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-- /It may befhecessary to have another trade area make repairs prior
_to the intended repains. For example, a room needing paintin
services may require replacement or repair of 'a wall (éarpenters?
before painting’ takes place.

LE B S

Weatherization ' ’ s;\
s .
! ~4&{/70bject1ve A weather1zat1on program seeks to minimize - or
eliminate, fuel and energy 1loss. This is accomplished by correcting

structuraf deficiencies and deterioration. The primary improveménts made

in such a program would be roof repairs, replacing windows and mold1ngs,
caulking, brick po1nt1ng, installing gutters and leaders, bricking in
windows and- repairing oil burners. . /

. 2. History/Value. Within the national demonstration, the program
that focused on weatherization provided extensive services to approximately
25 properties in the first year of operations. " A1l the kinds of work
described above was completed on multi- .and single-unit residential
properties. The results of the project were significant savings in energy
costs and improved 1iving conditions for the residents.

3. Source of Funds. -Due to the present energy crisis, an expanded -

'Emphas1s has been p1aced on energy conservation. The government is making
a concerted effort to'minimize energy loss. Monies for weatherization can
be, located in a variety of federal departments. These ‘Jinclude the
Department of - Housing and Urban Development (HUD), Department of Energy
(DOE), and Community - Seé%ices Administration (CSA). Funds for weather-

-ization and energy conserfgtion are increasingly available but there is red

'tape and frequent delays in securing these funds. Often.times, this system

is quite burdensome and- lengthy due to either federal, state or municipal

_ requiremen It is quite possible unléss proper plann1ng takes place,

hat resour\ s ‘will not be available when the project is ready to get
underway. ' bos ‘

A comprehensive weather1zat1on program will have a high per-unit cost.
For example, doors and window frames will have to be made specifically for
a particydar work order. The prime sponsor seeking materials funds should
be aware of the potential expense and he prepared to obtain funds prior to
program start-up. Also, a\system mMust be designed to- ensure that the
program will always have materials funds on hand. Suppliers will be very

interested in prompt payment of bills due to their cost outlay and the fact

that made-to-order 1tems are non-returnable. .

4. ~ Work Provider. cause of  the fragmentation of weatherization
efforts at the local level, it may be difficult to locate an agency/which
has a list of properties -which require such services. In the VICI

demonstration, the delegate managing agency interviewed homeowners and,

certified their properties as being eligible for services. -

-

. An-ideal situation is one in which a work provider has funds for
materials and supplies but funds insufficient to cover the cost of labor,
as well. If these funds are paired with CETA funds' for enrollee costs, a
significant impact. on the conimunity can be realized. It is important that

22

'Y:

-
.



- Tt . 1 N

+ .the Work provider qvé]uaté the properties referred to“detgnnihé what will’
be the actual impact on the homeowner and the 1ikelihood of, continu¥d

4, ~- homeowner occupancy after the work -is completed.

* 5 Unions. The trade unions dnvolved ' depend totally on the
program's goals. If the project aims dt extensive weatherization,and also
at cosmetic improvements, the unions linked might include trowel trades,
carpénters, roofers, plumbers, painters and plasterers. If the program
aims at limited- weatherization services, the unions will include trowel
trades, carpenters and- roofers. In many areas, unions have played
limited role in weatherization, efforts so linkages must be forged scratch. <;

6. Advaﬁtages and ﬁisadVantages. The advantageé are: .
‘ A
-- The weatherization program allows ¥or stockpiling materials, such
as sheetrock, tar paper, molding, caulking and insulation. This
can mean less lag between.ordering and work and can also allow
bulk purchasing and suppliers? distounts.

-- Participants can learn a widef variety of skills, in trades which

will be in increasing demjnd as weatherization funqigﬂ@gke///”’AQ

available more jobs in  the near future.

L4

¢
The disadvantages are: .

Due to size and bulk of materials necessary for a job, . the
project must have its own truck or van.”" This will mean that the -
progcam must hire a truck driver -and contract. for }nsurgnce and -
vehicle maintenance. ' . ,

M

wys

-- —Ftems such as doors and windows must be ordered individually from
the supplier and, therefore, the project staff must give the
suppliér adeqyate advance notice. This requires complex and

*careful worksi}e scheduling. _ ) . N
H y . :

--  Federal reguldtions governing the expenditure of DOE, DOL, iUD
and CSA funds\are sometimes contradictory and confusing. Staf
must be trained\ to interpret these rules and to select properties

(;\\; . " which are eligible for program services.

-- Mos)t of ~ the work,; —such—as—caulking; —involves—only—a limited
amount of traiming. A\

N

" Other Possibilities

painting, weatherization, emergency home repair, and housing' rehabilita-
tion. One of VICI's most-important lessons, however, was that the model
adapts readily to a wide range of government programs and funding sources.
There are a variety of other projects .and funding sources which would
appear to be Tikely candidates for multi-linked, community improvement,
skills training projects. Thes following list is suggestive. For more
k- details, -consult the Catalog of Federal Domestic Assistance and/or the

{ - W
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The projects initiated under VICI cohcentrated on#these four areas:
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local office Lf the department or agency in -question, as well. the .

various state and local gdovernment offices in your area: //
{

HEALTH CARE L
COFDA, # 64,0057 . ' ) /
Grants to States for Construet1on of Stateé Home Fac111t1es Federal Agency: -
Department of Med1c1ne and Surgery, Veterans Administration.

f The objective of this program is to asgist states -to construct home
facilities for furn1sh1ng domiciliary or “nursing home care to
h veterans, and to expand, remodel, or alter existing buildings in order,
R to- furnish such care. * Grants must PBe used for construction (land is
excluded). Any state may apply after assuring that_ the assisted
i facility will be state-operated and used primarily for veterans.
Joint funding is available ('see OMB Circular No. A-111). The est1matedj
available funds for Fiscal VYear .1980: $7 500,000; for FY '81:
$15,000,000. ’ T o ' - -
The effort here would be to employ the youth'popuTab1on on portions of
particular construction. proaects of the VA. ..

* t
COFDA # 10.405 . | ’

Farm Labor Housing Loans and Grants. FederaleAgengx; Farmers Home Adhinis-
tration, Department of AgriCulture ) ’

The objective of this program is to provide decent, safe and sanitar (
. low-rent hous1ng and related facilities. {such as small 1nf1rmar1es{ '
= for domestic farmm laborers. -Loans are availablg -to farmers and
associations of farmers. Grants are available , .among others,
broad-based nonprofit organizations and nonprof1t corporations of farm
workers, (Grants are available only when pressing need can be shown -
and there is no other alternative.) Joint: funding is available (see
Circular No. A-111). Estimated loans for FY 1980 are $30 million and -
grants, $25 million. Rural CETA organizations should take special
notice of this and similar programs. .

- s

COFDA # 52.007 .
Ozarks Health and Nutr1t1on Demonstrat1on Proaects Federal Agéncy: Ozarks

.. Regional Commission.*- . .
s

The obJect1ve of this program is to pr9v1de a f1ex1b1e approach to ..
health demonstration projects through commun1ty plann1ng on a multi-

b

<

~

*0zarks Region consists of Arkansas, Kansas, Louisiana, Mi§souri and
*  Oklahoma. ¢ . \
)
Appalachian Region consists of designated counties in Alabama, Georgia, o
Keptucky, Maryland, Mississippi, New York, North Carolina, Ohio, Penn- ~
‘—sy?van1a, South Carolina, Tennessee, V1rg1n1a and all the counties of West

V1rg1n1a. ;
) Coasta] Plains ﬁegion Zonsists of designated couhties in North Carolina,
. South Carolina, Georgia, Florida and Virginia. o ..
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cou y basis. Grantstmay be used for planning, construction, equip-
Joint funding is available (see* OMB Lircutar No. A-111).

health systems
Estimate FY

projects
App]ications may be made by states in’ the region,
agencies, local. governments and nonprofit organizations.
. 1980 $300 000. ’

4
’
-

It shou]d be noted: that other regions havei similar assistance
available.* Those programs are: —Appalachian Health Programs {$23.7
million); Coastal Plains Health and Nutrition Demonstration Projects
($150,000) ; Upper Great Lakes Health and Nutrition Projects ($50,000).

In most
are proce through the. governor s off]ce of the state in which the
projects are’to beroperated

"

" TRANSPORTATION

£ ]

Transportation and related projects have ~excellent od%entigl for
projects in that they involve the transportation and railroad unions, as
well as the traditional VICI construction unions. Further, the current
concern with energy and fuel, conservation has increased commitments to
improving, transportation systans acrosé the, country. Programs with a dual
emphasis--on energy and transportation--are quite feas1bfe in some locaies

=

- and operation of multicounty demonstration health and nutrition-

.

(cases¢ applications for funds from the Regional Commissions -

£

4

COFDA # 20.205

/

8

A
°
—
v
-
FS
.
i
*
M
)
&
L4 °
a
s
L ]
o N

Highway Research, Planning and Construction. Federal Agency:

Federal High-
‘way Administration, Department” of Trahsportation. - .

AN
The objectives:-

rehabilitation of the Interstate highway s?stgw

assist State h1ghway agenpies in construction and
and also primary, —

" secondary and urban ‘roads and streets; to replace or rehabilitate

unsafe, bridges.

Funds may be applied to highways, bridges, bikguays,

N pedestrian walkways, fringe and c rridor “parking facilities and“rest
areas. This program is eligible for j&iat funding but the initiative
lies with the «State Highway Agency (see OMB Circular No. A-]]])

Estimate FY 1980 grants:

%5.4# billion.

A

<o

&

\

°

2

*Fou¢4CornenseReglon cons1sts of Arizona Co]d‘radol New‘Mexipo, Nevada and
Utah. ;

e e e ]

‘4

. o

Upper Gréat\”Lakes Region cons1sts of designated counties iniaMichigan,

Minnesota“and Niscqns1n

»
*
L

01d West Region consists of Montana, Nebraska, North Dakota, South Dakota °
and Wyoming.

- 4
'
[
CN ]

New England Region consists of Connecticut, @Maine, Massachusetts, New

Hampshire, Rhode Island and Vermont.

Pacific Northwest Region consists of Idaho, Oregon, Washington.
’ g - 25 .
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o CO)PA # 48.004 e . T / TR '
Nek England Regional Transportation. Federal Adency: New En\gﬁ‘and Regional
Commission. , . ’ o 1y

) The objective of this program is to - develop, through meaningful
planning, the proper mix of all transportatiorpmodes which.best serve

=% the economic’, social and envirpnmental intereSts of the, Region. The
" grants may be used for planning, equipment purchase, construction and
mperation of demonstration projects. Joint funding is available (see .
OMB " Circular No. A-111). " Estimated  FY '1980 grants:- $2,750,000.

It “should be noted that other regions have -s° ilar ass-i'stange avail-
able. Those programs are: Upper Great'Lakesi\;Egional Transportation

($100,000); Ozarks Regional Transportation ,($280,0Q0); Pacific North-
\ west Regioné'[ Transportation; andéﬁoasta'l l’]a s Regional Transporta-

tion. k .5
; , , ,‘

COFDA, # 11.308 , ’ ‘ Sy T
Grants to States for Supplemental and Basic Funding of Titles ‘I, I1Y III, IV
. # and IX Activities., Federal Agency: Economic Development Administration De- .

L4

partment of Commerce. . LT

M * >
The objective hére is to provide funds to enable governors to select
projects which will assist in the construction of public facilities
‘ and other projects which meet the criteria of the above Titles and are
» needed to initiate or enhance long-term economic growth. Grant or
legn monies may be used for, among other thinys, construction of such
publjc works as @ccess roads, port- facilities, rajlroad sidings and
spurs; etc. ?ﬁ:e, local subdivisions thereof, Indian tribes and .
public or private nonprofit organizations or associations representing N
. designated redevelopment qr economic development areas are eligible. .
* Joint funding is available (see OMB Circular No. A-111). FY 1980

estimate is $20 million. \)4 ;

COFDA # 20.501

Urban Mass Transportat"ron Capital Improvement Gramts. Federal AgencyE De-
partment of Transportation. ‘ = 2

’
ra

y o oee . .Y

The bbjective is to assist in financing the acquisition, construction, “N

reconstruction and improvement of_ facilities and equipment for mass

transportation service in urban areas. Although most of .the grants

o have been..in.the areas. of railroads and buses, -other.forms—of trans- . . -—

® portation (such as boats and people-movers) have received assistance. -
Public agencies, of course, may apply. But, private transportation

- companies may participatg through, contractual arrangements with.a |

public agency grantee. <Capital funds are also available through® the
states to private, nonprofit organizations for the purpose-=ef pro- -
viding transportation services to-the elderly and the ‘handicapped. ’
Joint funding is available (see OMB Circular No. A-111). “FY 1980 .
estimate: $1.4 billion; FY '81 estimate: $2.48 billion.

“y . * |
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COFDA # 23.008

Appal

3

’ ¢
d

B

achian Local ACGESS Roads. Federal Agency: Appa]achiah Regional Com-

missi

on.

The objective is to prrovide access to .industrial, commercial edu-
cational, «recreational, residential and related transportation

facilities which relate to the improvement of the area. Grants may be .

used for engineering, right=tf-way, relocation- and construction.
Joint fynding is available (see OMB Circular No. A-111). FY 1980

. estimatk is $15 mi]Pﬁgh. )
. * ‘

* COFDA # 48.002 _
New England Fechnical and Planning-Assistance.

?

Regional Commt§sion.

The objective is to evaluate the n;;;k Bf’ana/é;;elop the potentiali-

. - ties for the economic growth of the Region through a variety of means
including demonstration projects and training proggams.- Efforts are

"Y
»

coricentrated in three priority areas of energy, transportation, and
commercial/industrial development. The emphasis in the transportation
area is on the Region's rail system. FY 1980 estimate is $5 million.

/

N COFDA # 20.102 ~ ‘ ' - f -

Airport Development Aid Program. Federal Agency:

trati

on, Department of Transportation.

~

{

Federal Agency: New England

Federal Aviation Adminis-

The objective s to assist public agencies in the development'of a™

nationwide system of public airports. Grants can be used for
construction, alteration and repairs of facilities and equipment. FY
1980 apprgpria;ion is $640 milTion.

. HOUSING

-~

VICI .has a. proven track record in housing. . The manual syggests

sources of ‘funding in addition to these listed below; program planners

shoul

d be able to identify still more. :
\ . ,

COFDA # 14.218

. Community Development Block ' Grants/Entitlement Grants. Federal Agency:

ommunity Planning and Development, Department of Housing and Urban Develop-

ment.

The objective” is to develop viable urban communities and expand
economic opportunities, principally for persons of low and moderate

_ incomgs. Some of the specific activities that can be carried out with

LY

\ . J .

block grants: rehabilitation of residential and no esidential
structures and provisions of public facilities and improvements such
as neighborhood centers. Eligible applicants are cities in SMSAs with
over 50,000 population, urban counties as defined in the Housing and

v
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Community Development Act, and central cities with. populations under
. 50,000. FY 1980 estimate is $2.7 billion.

*

\

COFDA # 14.221— . .
Urban Development Action Grants. Federal Agency: Community Planning and
c Development, Department of Housing and Urban Development. A}

N

The objective here is to assist severely distressed cities and urban™
counties through economic development and neighborhood revitalization.
Assistance may be used to support new, housing construction. Joint
funding is available (see ~OMB Circular No. A-111). Eligible
applicants are distressed cities and urban counties which meet minimum
standards of physical and economic distress, which demonstrate results
in providing housing for persons of low and moderate income, and which
demonstrate results in providing equal opportupity in housing and
loyment for low and moderate incoms persons and members of minority
s. FY 1980 estimate is $400 milTion.

b : v . ’ [

COFDA # 49.011 - . >,
Community Ecqnomic Development. Federal Agency: Community Services Admin-

The objective is-to promote special assistance programs to private,

lTocally-initiated community development corporations (CDCs) in order
to arrest chronic unemployment and community deterioration in urban

and rural areas and to invest to start, expand or locate enterprises *

to proyide employment and community ownership opportunities for the
residents of such areas. A CDC may plan and invest im such projects
as housing, land development, industrial parks and commercial centers.
Joint funding is availghle (see OMB cirgcllar No. A-111). FY 1980
appropriation is $44.5 Ailli timate is $48.5 million.

COFDA # 14.506 )
General Research and Technology ActiJ*ty. Federal Agency: Office of Policy
Development and Research, Department of Housing and Urban Development,
& . ’ .

The objective is to carry out high priority research aAé“dem stration

programs (pre-selected by the Department) to serve the ds of

¢ housing™ and community development groups and, at the same time, to
improve the operations of the Department’s programs. Among the

——— —- -- -~ - —research-areas- eHgible forgrantsarer .energy conservation, national
. housing needs, evaluation of existing Rousing and -community develop-

. ment programs. Contracts, grants and cooperative agreements are
. available to State and local governments, industry and nonprofit and
' " academic institutions. Programs are already underway in neighborhood
preservation and revitalization, community development and growth,

’ solar _energy applied to housing needs and urban economic development.

. FY 1980 estimate is $53 million.

o
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COFDA # 23.005 1. -

Appalachian Housing Project Planning Loan, Technical Assistance Grant and
Site Development and Off-Site Improvement Grant: State Appalachian Hous-

Ing Programs. Federal Agepcy: AppalachianRegional Commissjon. -
: i

~ D B

The objective, besides stimulating low and m&éerate income housing
construction and ,rehabilitation, is to assist ih site development and’

L off-site improvements. -Site Deve]opmen% and , 0ff-Site Improvement
Grants .may be used only for reasonable site development costs and
necessary off-site improvement cos€s when used in conjunction with HUD
and Farmers Home Administration and/or state low ‘and moderate income
housing programs. These grants must be essential to the economic
feasibility of housing constructed or rehabilitated for low_ and
moderate income families and individuals. Private nonprofit or- \
ganizations, 1imited dividend organizations, cooperative organizations
»and public bodies are all eligible-to apply. The Project Planning
loan is basically a loan program; however, in some cases of demon-

strated need, the loan may be partially or totally waived. .

pos

_ ENERGY .

® e

The South Bronx's VICI focused on weatherization. \Energy-fe1afed
programs can involve more than weatherization, however. Program operators '
should consider the possible relationships between energy and trans-
portation and energy and~recreation and more. '

-

COFDA # 81,041
Weatherization Assi%tance Program for Low-Income Persong. Federal Agency: )
Department of Energy- v . -

) . ) A
The objective f this program is to insulate the dwellings of low-
 income persons, particularly the elderly and handicapped low-income,
. . in order to conserve needed energy and to afd those persons least able
t ¥d higher utility costs. Grants may be used to install ceiling
. insulation, caulking, weatherstripping and stomm windows and to effect
- furnace efficiency modificdtions. States, including the District of
Columbia, and in certain instances, Native American tribal organi-
zations are eligible to apply. If a state does not apply, a local
l government or,a Community Action Agency within that state® can apply. =~
— — - - -FY 1980-estimqte~is~$198;150;000%ﬂF¥~18Lrﬁ~$198;000;0007—““"—"“*' e T

o » \v \j » < ]
: COFDA # 52.005 , ' S

" Qzarks Enerqy Demonstration Projects and Programs. Federal Agen&y: Ozarks
Regional Commission. . . ]I

. Stress here, of course, 1is -on the regional aspects. Among the
g, objectives: to demonstrate innovative methods of produc¢ing energy,
- conserving energy and converting to alternative energy sources.

Programs have been as varied as"funding a demonstration project to use

£ ’ . ~ 29




5 \
solar enerdy to heat poultry shelters to a project studying coal

transportation requirements for the negion. _ Joint funding is
available (see OMB Circular No. A-111). FY 1980 estimate is $200,000.

It should be noted that other regions have similar assistance
available.  ‘Those programs are: Four Corners Energy Demonstra-
tion Pr8jects and Programs ($3.5 million); Upper Great Lakes Energy

Projects and Programs ($100,000); and Pacific Northwest Energy
Demonstration Projects and Programs. N :

> ' . b

EDUCATION

-

= v Program planners_ should strohg1y consider a 1ink between the project

and a local school system. In exhange for improvements.-made by trainees in
school facilities, school administrators might provide intensive GED
instruction, remedial education, driver's education, support services and
the like for trainees. P . '

- \ 4

ro¥ R s

COFDA # 13.515

Emergency School Aid Act--Basic Grants to Local Educational Agencies. Fed-

eral Agency: Department of Education. '

The objective is to assist the process of eliminating, reducing, or

preventing minority group iselation and aiding school children in. .

overcoming the educational” disadvantages of minority group isolation.
Local Educational Agencies can use funds for many activities including
minor remodeling, Joint funding is available (see OMB Circular No.
A-111). " FY ye/es'timate: $137,600,000. :

A}
14

. COFDA # 13.477 -

*School Assistance in Federally Afiscted Areas--Construction. Federal Agency:

L

Pepartment of Education.
)

The objectives are’ to provide a§§istance for the construction of
urgently needed minimum school ‘facilities in school districts which
have had substantial increases in school membership as a result of new
or increased federal activities, ‘or where reconstruction of facilities
is necessary because of natural disaster. Joint funding is available
(see OMB Circular NQ. A-111). Emphasis for fiscal years 1979.and 1980

is on Indian school” construction as well as.meeting the tritical con- .

struction needs on federal installations. FY 1980 estimate is, $45
million. PN < - >
'ﬁtf\. : -

" COFDA # 23.012 ] ’ L .
Appalachian Vocational and Other Ed!@ation Facilities and Oggrations.\‘?%d-
eral Agency: Appa1achian Regional Commission. _ .

The objectives are to providg the people of the region with the basic
facilities, equipment and operating funds for training and education

}




necessary to obtain employment at Their best capability for available
job opportunities. Funds may be wutilized  for construction and .
equipment including education demonstrations. Joint funding is
*available (see OMB Circular No. A-111). In-fiscal 1979, an estimated
45 construction projects and 90 additional operating “and demonstration
pr?%ects were expected to be approved. FY 1980 estimate is $19
million. .

L]
'

-  RECREATION

»

In Broward County, Florida, the prime sponsor secured some Community
Deue]ogment recreation funds to support the VICI project. Urban recreation
facilities ‘will receive increased attentipn in the coming years as,fuel
conservation efforts encourage peop]e to lodok closer sto home for these

) activities.

.,

)
COFDA # 15.400 EEE :
"Qutdoor Recreation--Acquisition, Development and Planning. _Federal Agency:

Heritage Conservatdion and Recreation Service, Department of the Interior.

The ‘objectives are to provide financial assistance to the, states and
their po]i\ al subdivisions for the preparation of comprehens,ve
statewide' outdoor recreation plans and acquisition and development of
outdoor recreation areas and facilities for the general public.
Grants are wide-ranging; i.e., inner city parks, bike trails, picnic
areas, and such support facilities as roads, water supply, etc

Priority consideration is generally given to projects serving urba&’LA

populations. Joint funding is available (see OMB Circular No. A-111).
FY 1980 estimate is $359 million. v L ////

- ~
R ~
L]

*COEDA-#-75.003

01d West Supplements to Federal Grant-in Aid.  Federal Agency: . 01d West
Regional Commission. ‘ ’ :

The objectives are to enable states and other entities to take maximum
.ladvantage of federal grant-in-aid programs for the' construction or
equipping of facilities or the acquisition of land. Grant-in-aid
‘supplements provide a portion of the local share of -federal grant-
n-aid programs when the community, because of its economic situation,
annot supply the matching share. Joint funding is available {see OMB

ircular No. A-111). More than one<half of 1978 funds went to
“#ecreation and tourism projecth FY 1980 .estimate is $1,650,000.

showld be noted that other regions have similar assistance. Those
_programs\ are: Appdlachian\Supplements to Federal Grant-in-Aid ($50.9
mj11ion); -Coastal Plains Supplements to Federal Grant-in-Aid; and

7
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Generated Income - ) /.

Another source® of supplementation for project ¢osts is generated
income. The typical work experience and training project hires youth to
perform minor community improvements and pays the youth out of CETA funds.
Occasionally a community development agency, will provide funds for hand
tools or consumable supplies. The product of such a project has little’
value on the open market, hence little patential to produce revenue. A
multi-linked, fund-levered project-has, on the other hand, a real potential
to generate some income, an important faq;or for . prime sponsors to
consider. .

One site in° the national demonmstration received title to three
abandoned houses and one unfit six-unit apartment building. Using CETA
funds for wages and administrative costs and a Community Development grant
far materials and supplies, these buildings were renovated and returned to
the housing inventory.  When the work was done, the three houses were sold
and the apartment units held by the CETA project operator for low-income
rental. This generated revenues of approximately $70,000 from the sale of
_the houses and' $15,000 in annual rental income. At another-site, five
abandoned houses owned by the city housing development corporation were
rehabilitated and “sold to low-income community residents, realizing for the
housing corporation roughly $100,000 in revenue. At yet a third site,
eleven vacant single-family homes were renovated and sold to tardet-area
residents, generating over $200,000 in revenue. Finally, in another city,
under contract to a county housing authority, the project gutted and
rehabilitated two duplexes to be occupied by low-income renters, producing
roughly $12,000 annually for the county.

The federal government has a very specific' policy regarding the
disposition’ of any such revenue that is generated by federal dollars (see
20 CFR 676.36). In essence, all revenues are to be reinvested in the same
or similar programs. Although the regulations may vary somewhat from
agency to agency, this means that revenue from the sale of -a CETA re-
habilitated house must be applied towards any ‘CETA activity authorized
under the former grant or agreement: - The Depa¥tment of Housing and Urban
Development has Similar regulations governing the revenue generated through
the sale or rental of HUB-funded projects. )

o When the funding comes from two or more soufces--for example, HUD and
CETA-~-then the program revenue is allocated among the funding sources
according to the proportion of funds invested in the project. However, the
regulations regarding disposition of program revenue remain in force. Each
participating agency, whether prime sponsor or community development
agency, must reinvest the revenue in further similar projects.

While requiring that revenue be applied to activities authorized under
the grant, both -these federal agencies allow program revenue to be applied
against any budget 1line in the rehab project, giving administrators
considerable . latitude in the use of this .money. . For example, suppose a
dwelling renovated with a combination of CETA and €D fumds is $Sold to a
low-income community resident, netting $20,000 after the costs of
advertising and selling the property are subtracted. Acording to recent
guidelines from both HUD and DOL, this $20,000 profit must be applied

32 \ - .




2

towards actiVT%& authorized under the former: grant, but it can be applied
in any budget category, whether administration, worksite supervision,
enrollee wages or materials and supplies. '

It is unlikely that a project will become totally self-supporting,
.given its training "and placement goals. However, the cdpacity to generate
program revenuey, can be an important factor in establishing training
projects, as it provides a source of disctetionary funds which can be used
to offset some of the program start-up and operating costs. Perhaps even
more important is the fact that revenue generation is In attractive feature
to municipal leaders, who are hard-pressed to make every available public
dollar go further. The potential for program revenue should strengthen the
prime sponsor's hand considerably in negotiations with community develop-
ment and other wbrk providing sources. They will be more likely. to
cooperate with a model such as this if some of their expenditures are seen
as investments that provide a mieasureable return in the form of program
revenue,

.
- ) >
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CHAPTER III: PROJECT PLANNING AND LINKAGES “

&

®

Onéé\%he project concept and possible funding sources are determined,
intensive effort must be devoted to planning and development of the
necessary linkages. Planning and linkage development must go hand in hand.

. . ,

A key feature of the VICI model was the cooperation among the
institutions which provided resources to the project. Because the program
demands much atteption, support is needed--in dollar, material and human
terms--from many Quarters., The project reldes heavily on a network of
institutions to supply staff,- crew supervisors, worksites, materials and
suppliesy, architectural services, ,educational ;uEPort and supplementary
funding. . ) .

Pare * may be many ways to achieve these "links"; but the most
suctessful approach is- to set,up a "planning task force," securing the
participation of the director and/or business agents from each of the
organizations essential. to a successful project. For example, "chief
executives of the prime sponsor, community development agency, building and
construction trades council, carpenters' .and painters' unions, area
technical college, building inspection. department, and the proposed project
operator might all serve on the planning task force. Each of these persons
enjoys a fundamental understanding of the human services or the con-
struction field. Each also has sufficient stature in his/her organization
to make binding commitments of Support, services or funds, :

The task force approach #s recommended for a number of reasons. It
involves  the participation of a wide range of institutions and fosters a
sense of ownership among organizations that ordinarily might: be in
competition for funds or services. It generates peer pressure that will
frequently induce task force members to proyide more extensive support dr
‘'services than thqylgrdinarily would provide if approached as individuals.
The task force can ‘produce a momentum that will 6?ve the sponsoring agency
through the transition from planning to operations. It may dispel some
fears about mixing social and construction objectives, and it can alleviate
some of the resistance that union and other private “sector organizations
display towards government, and particularly CETA programs. Finally, the
task force is easily tranformed into an advisory group that provides
on-going direction, .support and E;ob]em-soLging for the project once it
begins operations. ) O . .

The task force must focus on four key elements: -the uhion link, the
work providing 1ink, arrangements for licenses, permits and inspections,
and the education and other support services link. . '

"\

The Union Link

As the reader sees throughout this manuaT, the construction unions (or
a strong substitute) are the key ingredient in a successful project. They
provide craftsmen skilled in the many trades and are a major factor in
assuring quality at the worksite. Unions have long been in the bysiness of
training apprentices and can assist project planners in developing training
curricula, skills progressions, equipment and supplies lists, evaluation

~
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- ——involvement as-well as-single_union involvement. _

.

’

forms. and other materials. Formal union support is essential®for the

_ placement of graduates in apprent¥ceship programs': journeymen will provide
information about the apprenticeship- process and requirements, and they - -
will provide tutoring and coaching for the interview process. Just as
important, the journeymen. can signifisantly enhance placement through their
informal network of employment contacts.

Planners will approach unions according to the various Tlocals'
receptivity and to the type or types of work to be undertaken in the
project. The current VICI projects--emergency home repair, weatherization,
painting and gut rehabilitation--employ a variety of craftsmen, including
carpenters, painters, electriciasms,. plasterers, bricklayers, plumbers,
roofers, and laborers. Involving the licenses trades (e.g., plumbers and

’ i%%ttriciansy may be more difficult but- can be managed.

A typical project will solicit the cooperation of two or three unions,
most frequently carpenters' and painters'; the number may vary, however,
and experience has shown that there are advantages to multiple union

_A large number of unions may enhance the prospects for apprenticeship
placements, since each union is typically willing to take a limited number
of graduates. Additional trade areas mean broader training opportunities
for participants and less  reliance .on subcontractors to,gg portions of the
.construction or rehabilitation work.

On the other hahd, a smaller number of unions, may mean that the
membership will have a more intense relationship with and commitment to the
project and trainees. A smaller number of unions will also ge]ieie the
need for complex schedules, crew assignments and materials procurement.

Once the .prime sponsor identifies the particular unions with which it

\

would like to link, contact should be made with the local Human Resources _ .

Development Insitute (HRDI); the manpower arm of the AFL-CIO. HRDI assists

employers and’ CETA offices in their efforts to develop working relation-

ships with local unions. If tngre is no local HRDI representative,&contact‘

the local building and constru€tjon trades coun¢il or the "umbrella group"

which represents it. This contact should provide the prime with entree to

the unions. At a local union headquarters, the prime should contact the
_ business manager or one of his agents. ~

The unions, like other institutions, are likely to cooperate with.the
training project if it is clear that the project can meet their own
significant needs as they meet its needs. ' The- project does, in fact,
benefit the union, and plhnners should point out these benefits: an .
opportunity for unions tof pre-screen for their apprentice programs; a
source of qualified, mofivfated minority and female apprentices to satisfy
currently intense affirmmative actions pressures; inclusion in rehabili-
tation activity where unions have not typically been active in many Pas;
"and much positive publicity. The multi-linked project gives the unions an
opportunity to promote unionism at a time when the union movement has
increasing interest in maintaining strong government relations.

. et
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But the most obviong and persuasive reason for the unions to consider
a link with the project. is that the project provides long-term, full-time
oyment for. journeymen at straight salary and fringes. THis may be
1oggr yearly pay than would be earned by a journeyman_working 52 full-time
40-hour weeks at prevailing union-scale hourly wages. But such 40~hour
weeks are subject to weather and to building and construction trends. A
tra1n1ng program based on this model ,offers steady employment to groups of
journeymen. More paid "holidays and sick leave benefits may also be a
benefit. ) £
The unions can also recommend for employment as crew chiefs their
members who are experienced but who may be looking for more in the way of
job satisfaction than a regular, full-time construction job might offer.
Retired or semi-retired Journeymen, for example, might be available to-work
in thekira1n1ng project.

The p1anner shou]d,,1n addition to 1nd1cat1ng the benefits. off par-
ticipation, take precautions to assure the unions that none of |their
intérests are being threatened. They will need to be assured that the work -
to be undertaken by the youth trainees is for low-income residents and

community organizatiQns and would not likely be done by union contractors.

A key factor in assuring union participation is comp]iance with the
Davis-Bacon Act. The Department of Labor (in Field Memorandum #433-77) has
?iterm1ned that the wage requirements of the Davis-Bacon Act do not apply

Title II, III, IV, and VI projects when only CETA funds are being used.
Where CETA funds are _used in conjhnct1on with funds from other federal
sources (e.g., HUD, CSA) the applicability of DavispBacon is determined by
the statute under wh1ch the other federal funds are Qbtained. In the event
that the prime sponsor is unable to determmine whetfer a statute requires
Davis-Bacon wage rates, the local field office of the Employment Standards
Administration or the appropriate federal agency 8%hould be consulted in
reaching a decision. The ‘Ehployment Standards Administration can also
provide operators with current Davis-Bacgn wage schedule information should
David-Bacon be found applicable. Thesé wage schedu]es arg, alsc updated
regularly in the Federal Register.

The- following . is a' list of federal statug‘z which have been’ 1dent1f1ed
by the Depangﬁent of Labor as frequent sources of supp]ementa] funds, and
all of them cdntain some specific Davis- Bacon provisions! -

Housing and Community Development Act of 1974 (PL 93-383

National Housing Act (12 USC 1715¢) ‘

Housing and Urban-Development Act of 1970 (PL 89-136)

,Economic Opportunity Act of 1970 (PL 88-443) .

Pubtic Works Employment Act of 1977 (PL.95-28) .

Public Works and Economic Development Act of 1965 (PL 89-136 as
amended) «

Py

Some spec1f1c examp]es of Dav1s Bacon app11cab111ty are:

oo If a rehap411tat1on project is comb1n1ng CETA wffh. Commun1ty
Deve]opment Block Grant (CDBG) funds, the Davis-Bacon requirement
is contained in the Housing and Cpmmun1ty Act of 1974, wh1ch.
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aurthorized the CDBG program. This law specifically exempts the
‘ehabilitation of residential property from Qﬁyis-Bacon unless .
the property. "is designed for residential use”of eight or more
# families." : I

4 . NN LY
. o If a rehabilitation-project combines CETA with HUD, Section 312°
Rehabilitation Loans, then there is a slightly different ruling.
Davis-Bacon "applies to projects ‘using. Section 312 if any of the \

. property bejng rehabilitated contain eight dr more dwelling units

' after the rehabilitation. A CETA project which also involved 312
Toans would thus be exempt from Davis-Bacon as long as all of the
finished rehabilitated properties had- seven or less dwelling

o units. _ -

o If a rehabilitatjon project combines 'CETA with rerftal assistance
under HUD Section 8 Substantial Rehabilitation, the ruling is
that Davis-Bacon applies to any project” with nine or more
assisted units. This means that if eight or less units are to be . :
rental assisted with Section 8 when the work is-completeds—a—CETA—av— —
rehabilitation project (which could also contain unassisted
units) would be exempt from Davis-Bacen. ' . .

]
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Note that the CDBG and Section 312 Davis-Bacon provisions

to individual "properties" while the Section 8 requirement refers
to a total "project." This distinction reflects the tendency for
CDBG and Section 312 housing rehabilitation to focus on small %
owner-occupied one to six family dwellings, while Section 8 has
tended to finance rental-subsidies in larger multi-family housing
developments or major building conversionsc(e.g., converting a

PE

w factory into apartments). ; (
(‘;' 0 Where a CETA project Gses only private financing, by definition <y
‘ﬂ\ ] Davis-Bacon does mot apply. . e

Nonetheless, to ensure the union reldtionships necessary for &
successful project -and ta stay true to the spirit of the Davis-Bacon Act
and Department of Labor guidelines, the planner should consul$ early-on
with trade union representatives to assure that applicable Davis-Bacon
requiremenfs are.observed, and that wages paid are equal to the established
wage paid non-CETA workers doiqg comparable work. v i 4

When the prime sponsor and union representatives meet to discuss
program goals and mytual concerns, the 155:2/31 potential. apprenticeship
placements can and should be raised. The prige will probably find that the

. union”(or the cgptractors' association) will not.make specific, numerical
commitments of /placements, but ¢an commit to train and-give serious
‘cons tderation toghua1ified gradugtes. Journeymen employed by the demon-
stration can tutor and,refer participants for apprentice vacancies. The
unions are certainly amenable to providing information pn\fﬁ1ing appli-
cations, appreskiceship- requirements, apprenticeship-—classes, and other

things valuable to the prospective apprentices.

. To recap, then, below are listed the primary advantages to the prg}gé%
and the unions of a union link: ’ . : '
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Advantages to the project of Union Link  or Professional Contractorftink:

I. placement opportunities in apprenticeships and 're]ated‘ jobss *

. .2. informal placement network .to supp]ement’ reguiar ﬁiﬁcement ;d;:j)
. . procéttures; ' ‘ o Ry v
_‘J/ “ 3., participation on advisory boards; - o = | \
N ) 4:“ intense, profess1ona] training; . . .'.7'
h 5. contro] over quality of work produced; D ‘ .
. 6‘ imposition of professionai'work habits and standards. . -
Advantages to the Unions: L o ‘ ‘ )
lTong-term;_full-time work for journeymen; - : R ’°’~w;’

chance to-pre-screen apprentice candidates;

-

minority and female apprentice candidatgg

pos1tive pub]1c1ty, promotion of unionism.

[$,] > w N -
L] .. L] L .

¢
inc]usion n rehabilitation activity:\ihich‘they may.not;have
=.been, active in, 4n many areas. 3 ﬁ&

n f{ - )

© In son)e a eas, there may :be’ no unions or “fhey may lack size and
strength. # In ‘such instances, 'tgp prime sponsor- must< pursue other al-
// ternatives. .The lack ofgunioneghVO]vement does not _negate the possibility
*of. an effective multi-1{nke proJect. It does ‘mean that another source of
*““"'skiiied'instructorSiand‘p]a ement opporfunities must be . found

. For a construction-re]ated train ng/e ]oyment proJect, the most
1ikely source 1is -the general buildipg an e‘contraetors association, a
minority contractors associaE{on, or simitar groups, It#is jmportant to, :
identify a well-structured, active association which:has experience and
capability to perform in the desired manner. The local Chamber of Commerce
should be able to provide information on, _such organizations

o

e raduates
r.in apprenticeships The Bureau of pprentlceship, I BAT) has
estabLﬁshed apprenticeship guidelines for construj ion, nongxonstruction, .
"union and “non-union work situations. BAT se;;é;i rél '
- quirements and monitors to ensure compliance. «F ’
the local availability of such apprenticeship posnjfons as it would if
-unions were involved. . g .

Jhe work Providing‘Link ' ‘

Estab]ishing links between the project and prospective work prov1ding
0rganizations is a primary objective of the p]anning process. A work=-

: , v
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providing organization 1is characterized by its ?é%ving worksites- and
materials and supplies or the funds to purchase thém. The role of_the
work-provider is to provide a suitable inventory .of buildings, homes,
public housing units and the like as worksites for trained work crews.
Typical work providing organizations are community development agencies,
building code enforcement agencies, quasi-public development corporations,
public housing authorities, weatherization and community action agencies,
and a whole host of community-based organizations.  Tenant organizations in
buildings deserted by landlords and taken over by municipalities may also
have. eligible work and money for supplies. '

A good work providing agency will have solid assets for the project.
The work. to be done at- the sties will have sufficiént scope and variety to
meet the training and work-experierice goals of the project. An emergency
home repair assignment calling for demolishing apd rebuilding a large front
sporch involves a variety of activities and &7great deal of Skill content.
On_the other hand, an emergency home wrepair thdt calls only replacing
broken windows and hanging a storm door provides very little skills growth.
A good work providing organization will also make available appropriate
worksites in a timely and effective manner. And, when worksite selection ’
is the work-provider's responsibility, the project managers are spared.
insinuations .of favoritism and cronyism.
A NS
SQgh an organization can also be an invaldable asset beyond supplying
worksitss. It will frequently provide materials, supplies and materials
funds, .to offset administrative and ‘dupervisory costs which arise outside
CETA guidelines. It may provide important "in-kind" assistance, such as
insurance and architectural services. It may even offer: cofistruction
technical assistance and help in expediting licensing or other inspections.
Finally, it may provide invaluable contacts ‘for placements through its
network of .suppliers and contractors. Obviously, the choice of the work
providing agency should consider all gf these dimensions.” -

»

As with the unions, a work providing organization will cooperate with
the training program only if it perceives such cooperation to be in its own
interest ard will help fulfill its mission. Such cooperation can, the
planner will point out, be beneficial to the work provider in several ways.
Work providing organizations are frequently under COQ§traints regarding the
amount of money that can be spent to improve a given building or worksite.
With most of their labor costs picked-up by CETA, the work providing
organization is able to expand .the scope of work dt any given $ite or,
conversely, to work at a larger number of sites by committing its own funds
entirely to materials and supplies. In Philadelphia, for example, a city
housing-and community development agency was limited _to $2,700 worth of
emergency repairs to any given low-income' owner-occupied home. If this
work provider had used conventional contractors to do the work, the funds
would have been limited to the repair of perhaps one or two major systems,
for instance, the roof and interior painting. Where the linked project did
the work at this site, the $2,7Q0 allowed for the repair-of four systems--
roofing, plumbing, electrical and\painting. -

ﬂ The* planner should bear in mind that most ¢ mmunity improvement
agencies have long been solicited for collaboration with CETA-funded
organizations. Unfprtunate]y, however,- the past quality of work has fre-

t
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quently been inferior and production so irregular that the work provider
may now be quite skeptical that a youth project can meet ‘his needs. The
planner may best counter skepticism by not1ng the presgnce of the journey-
A\ S men and by bringing the work providing organization onto®the planning task
force. and advisory board. The project should also p]an on demonstrat1ng
its competence with a few small-scale projects. Every VICI city in the
natjonal demonstration that encountered this skept1c1sm chose this approach
and ‘soon won over the work providing organization.

. While the work providing organization can provide many elements to the
!’ model--worksites, funds, licensing assistance and in-kind services--its
primary contribution in the end may be the emphasis on quality that. it
. affirms. In effect, it purchases services from the project. The work
. providing organizat®on adds a production and quality focus, a "redl-world"
orientation that is a vital ingredient of a training and emp}gymeﬁt-z/
J

. roject.
/ p \] kY /

on app11cants and clients, the work prov1d1ng agency may have e11g1b111ty
requ1rements for trainees and worksites in ordér to meet the fund\’g
agency's standards.

The prime sponsor can exercise two options to determmine eligibility
and to avoid incurring 1ne11g1b1e costs. In the first, the prime sponsor
allows the linked agency or agencies to provide works1tes, placing the onus
of the e11g1b111ty determination on that agency. It is quite possible that
such agencies will have lists of eligible properties; this will eliginate
the time and effort put forth in securing properties. Usually propfeties f
managed by-.the municipality or local housing authority are automatically
qualNfied for serfvices, bt the prime sponsor must make sure that they also
present opportunities for the adequate training and skill progression. The
prime must also be sure that these” propertiés will be referred to_the

-project on a regu]ar schedule. .

The second option is for the prime sponsor or deledated management
agency staff to determine eligibility. In this situation, project managers
maintain tighter control over work flow and worksite selection. But they -
must assume total responsibility for se ing qualified properties. The
program must have adequate and capa?l;, taff performing this function, and
these persons must have access to, o working knowledge of the different
agency eligibility criteria. Should an error be made, the\{nanagement
agency could be held accountable for ineligible costs. o

It may also be po§gib1e to develop a joint eligibility system. If a
system for determining eligibility is a joint venture between the prime
“sponsor and work provider, it is probable that mutual ‘concerns will be -
addressed eatE;mjn the process and adequate attention will be given to

1

potential prob areas.
™~ B / .
p — .
Licenses, Permits and Inspections ‘ N

: R
Housing construction and physical community development are rigorously

-~ requlated activities. Work in these areas is subject to a variety of

[2 - 0
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zoning, bonding, Tlicensing, certifying and 1inspection requirements.
Several municipal agencies may be dnvolved in this process, each rep-
resenting a limited jurisdiction. The zoning ordinances are enforced by
one agency, the building code by another, and the city will allow certain
work to be performed only by licensed personnel. Most will require a

physical inspection of the worksite upon completion and some will require
periodic or interim inspections at key points dutring the work at the sites.

‘ h Y

Meaningful links in this area are well worth the effort requiréd to
establish them. A strong link can serve to expedite these processes and be
a real *boon to the ,project. If a sound link exists, .the agencies may
arrange to waive permit fees and bonding requirements, allow work to
commence or continue while permits are "in process" and work closely with
project staff to coordinate interim and final inspections. Without a ¢
strong link, these requirements can halt work at the site and significantly.
inhibit training and production. Nothing is more detrimental to a prdject

than to have participants_and staff/standing-areund-er-doing—"make work'—
because a required permit is not av@§lable on schedule. . .

hese processes can easily interfere with the timely and efficient
operation of a forksite. Meaningful links must be established and main- -
tained with the [agencies. responsible for these functions. These can best
be established by exploiting the knowledge and contacts of the work
providing organization and the unions. Planners will seek technical
assistance from these organizations and then initiate a series of meetings
with policy-level personnel from the various licegsing, inspection and
permit agencies to obtain their support for the advisory board. Often, the
board of the agency operating thé& project will include a representative
“from one of these agencies.
. . The municipal building_inspection department. will. play-a-key role --- - --
. since it will seek assurances that construction is<being done in accordance '
with local building codes. The work providing organization will ‘inspect
"the finished work project, or -at the least, require certification that the
job is properly done. Often this pequirement will come prior to an
authorization for payment. Even the md;Egage lender, if it is FHA-insured,
may require periodic inspectfons.

. U '
Securing licenses. and permits is facilitated if the work provider is
jtself the license and inspection. agency or ifajfaﬂgZik provider has a
strong %tie with the licensing agency. In Atlantas Bureau of Buildings
- acted as work provider, bringing to VICI its own ties into the license and
inspection procedures in Atlanta. Howéver it is managed, this link is
vitg] to the project. For this reason, at least one senior project staff
person must have extensive knowledge of the construction process. This is
one of the most important roles senior staff will play. This staff person
will -have a comprehensive understanding of the role that permits, ‘licensing
and inspection play in construction and of the ability of these activities

to impede progress at the worksite.
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The Educatiom and Support Services Link . ' .

Experience in the VICI demonsfration suggests that the education link
is the easiest to establish but the most difficult to turn_ into a mean-
ingful asset to the project. School system representatives part1c1pate on
planning task forces and advisory boards, but the Tinking institution must
get something out of the project if the early cooperat1on is to bear fruit.
The advantages to the schools of involvement in/VICI seém, at first, to be
the least tangible and the results of the educatLonv11nk the hardest to
demonstrate.

However, there are tangible benefits to the schools. The program
provides excellent hands-on skills training and work.experience and forms a
logical sequence for classroom programs in schools. Vocational 'school
graduates may enroll for work experience in the trades. School guidance.
counselors - can —place- graduating CETA—in=school participants into the
program. Younger training program graduates (16y to 17 years old) who had
dropped out may be re-enrolled in the local schools, with credit towards -
graduation for their experiences. Some school systems may receive federal
or state reimbursement for the educatiopal ,services rendered to the
_ project. Agreements between prime sponsors and local education agencies
“under CETA Sections 202(d) and 204 provide for the kind of cooperation
called for .here. Finally, school facilities may be used as worksites,
where trainees improve or upgrade bwitdings and classrooms.

In spite of the difficultieg in maintaining this link, the need for
educational supports is avserious \one. The basic*reading and math skills
of the original VICI participants were quite low, affecting dramatically
their ability to assimilate the skills of the construction trades. For

_ example, one cannot Tearn to measure without a knowledge of fractions.
Educatfon 1is also critical to the goal of placing graduates in the
r/‘constructwn trades, since unions will rarely indenture a person into .an
apprent1cesh1p without a high school diploma or equivalent degree. 'For
many unions apd employers, a driver's license, most read11y obtained via
- procedures already set up by the public schoo]s, s a prerequisite to
employment or dpprenticeship. One major city in the national VICI
demonstration lost 18 union’ placement opportunities in a six-week period
simply because the graduates did not have drivers' Ticenses.

-

s/

In developing the educational 1link, services of a range of agencies
should bé reviewed--high schools, vocational schools, community colleges,
and pr1vate non-profit educational institutions. P

Prov1d1ng educational supports 1is one thing; =getting youth par-
ticipants who have worked at hard physical Tlabor all day to use them is
another. -For this reason, some sites may choose to provide education
services at the worksite or at the project operator's headquarters. This
can allow for the development, perhaps by the trainees themselves, of an
attractive and flexible' learning environment, which can be tailored to
trainees' needs.. Scheduling education as part of the work week has also
proved very useful. Four days of skills training and a fifth day for
education, or ten-hour work days 1nc1ud1ng two hours for edlication, are two
“dchedules which proved.effective. Another strategy is to make enro]lment
and attendance at GED programs and driver's education compulsory in order
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to**assure that each participant's educational needs are met. Program
g planners .need ta decide whe;#er participants should receive some'stipend
,/ for time spent in GED and dMfiver's education classes.. If no stipend is
| 3. paid, and the activities are not integrated into the project, it is
unlikely that participants will avail themselves of the opportunity.

Recruitment, referral éga\support services come from program staff,
through the prime sponsor, through the delegate agency's own structure and
through linﬁgfa?th other local institutions. Recruitment is all too easly

.overlooked 1in planning traditional manpower programs, especially if
planners, assume that a promising employment project: will have more
applicants than it can hadndle. This model demands energetic recruiting,
because it’ is. not a typical CETA project. It has more rigorous acceptance
criteria, performance standards and involves hard work under some rough
conditions. The many advantages ®o the trainees--it pays more than the
typical youth emp%:gment project and has a sybstantial impact on a
graduate's employme prospects~-must therefore befxglearly presented’ to
potential enrollees.a%gng with{the program's stringent requirements.

N .

Individuals and’agencies in the traditional recruitment and referral

network will have to be ‘educated as to the application criteria. A

vigorous outreach program must be set up that will "hand-carry" recruits

through the eligibility dnd screening processes. The recruitment process

should be as compact as' possible,-with 1ittle applicant travel among

institutions. (for eligibility certification, personal history and ap-

plication, testing and assessment, medical clearance and.working papers) as

can be managed. ' Enrollment and hiring should come as soon as possible

after the completion of the intake process. Applicants will disappear who

must go through a lengthy and cumberSome intake process only to be placed

on a Ssix-month waiting l1ist. This is not to say that a waiting list is not

helpful--it s, in fact, vital to full enrollment. This 1list should be

.t kept small and limited to those who have completed the entire screening,

enrollment and even orientation process and can begin work as soon as a

vacancy occurs in thé program,  Without such .a 1list, the project will
seldom -be at full census, due to the delay in filling vacancies. : »

In addition, other efforts may have to be made--e.g., gaining access

", to job-.service summer program and school files, direct presentations to

vocational and guidance counselors, “career days,! contacts with settiement

"houses and * other community organizations, announcements in church

bulletins; posters in public housing projects, public service spots and

advertisements in- community and minority language, media, door-to-door

contacts and mobile street units with loudspeakers. Trainees are a good

source of. referrals, as well. - Planning must be done for the phase-up stage

of the program when the demand for results is greatest. After the project

‘has been operating for. some time and gains a reputation, and when only a

few vacancies occur each.month, the recruiting burden eases substantially.

Thi% work “experience/training project prepares its participants by -
matching training settings and experiences to the-real world of work, as
much as -is possible. The project emphasizes productivity, good work -
habits, consistent attendance and, respect for supervisors and colleagues.
Support services are generally a necessary part of this effort primarily

+because the target pppu]ation--out-of—ﬁthool,‘ unemployed, * disadvantaged

. .
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youth--hgs problems outside the worksite ‘which often directly affect
performdhce on the job. Support services may including housing, health,
legal and fami]y\!assistance and work-related and personal counseling~

. CETA funds for support services ‘are’ limited, primarily because
assistance in these areas can be garnered from many community and public
resources. Establishing links with these resources, howéver, is a cla%sic

“exampJe -of the strengths and weaknesses a cooperation-based program. If
providing a support service serves the interests of a given organization,
then theservice thus provided will be effective and helpful. Conversely,
if providing the service has few payoffs for the organization, then the
project operator "s better off providing the service directly.

One approach is to hire (or otherwise ~obtain, perhaps via graduate.
school internships) a good job coach or counselor with a background in
-vocational guidance. . The job coach can esifgmish links with the various
providers of support services and make participapts aware that services are

available. The job coach staff in the Philadelphia national demonstration”

site developed a bi-weekly neWsletter that informéd all participants and
staff of the resources available to them.(

This individual can also serve as a participant advocate, since the
atmosphere at the worksite will be heavily weighted towards good work
performance and skill acquisition and away from solutions for outside
problems. The counselor can take the lead in preparing the participant for
graduation from the program, inculcating the job-hunting and retention
skills necessary to survive in the world of work. These sessions should
highlight the impersonal nature of the typical construgtion job as compared
to the relatively warm working environment at the project.sites, and
emphasize to the participant responsibilities as an employee as well as
rights and privileges. B

\,

Prime Sponsor or be]egate Agency: 'Who Runs the Project?

4

Because this is a construction-related program that depends on links,
complex relationships and sophisticated systems of purchases of materials,
employment of crews, architettural drawings and the myriad details that go
into housing rehabilitation|or any coristruction-related activity, it is
absolutely essential that e managing agency have experience effecting

these 1links and relationships.

Five of the eight prime sponsors funded by DOL to operate VICI
programs chose to authorize local agencies to manage the programs. In
three cases--New Haven, Newark and Broward County--the prime sponsors
elected to run the VICI program themselves. In these cities, where there
were not as many local agencies available to administer a VICI program, the
prime sponsors felt that their own experiences and background in admine
istering programs would enable them to administer VICI most successfully.
The* factors which must be considered in choosing between direct or
delegated operations, and, in the latter case, between,alternative de1egate
agencies, must rest on several factovs.

&
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The 1ideal managing agency has \had prior experience both in con-
struction and/or related programs and in projects which involve youth in
socially useful community work. Experience in the construction field (or
in trades related to .the types“of work to be done in the proposed project}
should cpunt particularly’ heavily in detemining a contract award to a
delegate agency. This does not mean that it would be. impossible for a
non-profit organization without such experience to run a program butg in
most instances, prior experience will figure significartly in the success
of the program.

I'4 ° .

We must also caution prospective project operators to make hard-nosed
determinations  of what constitutes "prior experience." A project which
trains young people in basic community improvements, such as park clean-up,
or in cosmetic building repairs is not as rigorous as this model,,and the
operators of such programs may not have a full appreciation of Awhat is
needed to run a successful project. Prior experience must, therefore, be
examined very-.carefully. ' . ‘

(]

of the elements essential in operating one may, however, substitutein some
part for actual experience in running this model. In Milwaukee, for
example, the OIC program which won the VICI manad®ment subcontract did not
have a wealth of prior experience in construction-related youth projects,
but 0IC did have a-healthy respect for the rigors of a VICI program and
hired an experienced and resolute union foreman to head the program. This
reaching outside of the OIC organization for someone who had had extensive
construction-related experience, and giving that person the authority to
hire and direct the program was, in our judgement, a decision that con-
tributed heavily to the success of the Milwaukee program. Merely promoting
someone from within for a new program with new monies is not a wise
decision for a delegated management agency without a solid background in
construction, / ‘

"-+. Real appreciation of the'rigors of a construction training program and

4

In Atlanta, the' prime: sponsor \subcontracted with the Atlanta Urban
League. The Urban League relied very heavily on the technical assistance
of its supported work programs. These programs were not the same as VICI
but resembled it enough to enable AUL's experienced director to help the
VICI program through its early stages of application and stdrt-up.

Having read that prior experience is fimportant, program operators
should not assume that this is all that is needed to effectively run this
model. Because of the complex systep of links on which this—pregram rests,
a delegate agency must have deep roots in the community it serves and it
must have ties with the education system, the union organizations and the
work providing agencies in the.community. The agency's leadership must be
politically sensitive to the needs' of these links, and at the same time, it
must recognize its own technical strengths and deficiegcies.

As has been repeated often, this model is based on complex rela-"
tionships among many actors in the community. Ordering -materials and
supplies, seeing that quality 'work taﬁfs place (which provides for skilled
training and " intensive production), seeing that young participants are
being effectively served and, at the same time, demanding strict adherence
to the program's policies--all require this unique combination of sen-

LY
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sitivity to the problems and needs of young people, on the one hand, and an
ear finely tuped to the needs and requirements of ‘the censtruction
industry,.unions and the community itself, on the other.

The VICI model's most distinctive characteristics all necessitate
areful planning, attention and some experience on the part of the managing
agency personnel. For example, the concept of ‘wage increases based on
performance--a practice used in the{?real“ worlde-requires good record-
keeping by the journeymen and the prugram managers. Journeymen must, in
this instance; maintain regular and accurate information on trainees'
performance, while managers must maintain attendance and other data, all to
ensure that wage increases meet established program criteria. Experience
has been that an organization -that does not possess tested accounting
systems will not be able to handle as simple an issue as changing an
enrollee's wages at periodic intervals during the program. It will also
have difficulty accounting for funds from multiple services.

The. use of data as a management tool\plays a particularly important
role in this model. Weekly progress <reports, work valuation, and
sophisticated estimating prior to construction, all will require a
commitment from the delegate agency's own recordkeeping section prior to
the beginning of the program. {

We recommend that the group_ sponsoring the construction training pro-
gram submit its own proposal request to a variety of local agencies to
determine how they might administer the program. This request for
proposals will explain the sponsor agency's program objectives and criteria
in selecting a managing agency, including the above-mentioned points.
Experience and/or the ability to recognize the importance Qf experience are
the essential ingredients to look for. The model does not require
extraordinary talent to run, but it requires a healthy respect for its
complexitie$, rigors and potential.

As we have stated, New Haven, Newark and Broward County all elected to
run their VICI programs through. their own prime sponsor networks. In each
of these cases, the program operated effectively. One of the threads
binding together the successful programs in these cities was that VICI was
not seen as a typical CETA program. Because of the inclusion of journeymen
on the staff, and perhaps because of the status as a national demonstration
project, VICI received, in these three cities, special consideration of its
special needs. This meant that the directors of the VICI programs had .some
autonomy within the prime sponsor systems. This did not include fiscal or
reporting automony, but it did mean that the programs remained discrete
units, not required to operate in any way incons#stent with the VICI model.
In other words, staff was not diverted to other activities, directors were
proven mana?ers, and the prime sponsor used its good offices to expedite
normal problems of paycheck distribution, equipment and supply backlogs,
etc. .

+ The criteria for awarding a subcontract to a delegate agency wouyld, of
course, apply to a prime sponsor as well. Since.the prime sponsor, in some
cases, will not have had extensive construction-related experience, it
argues even more forcefully that a director be selected and a staff
assembled which both have experience with construction (and any other

}program components) -and experience in working with youth.
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wh11e in each of these three cities the program was run. by the prime's
youth diV1sion, it had its discrete identity as a VICI program with its own
staff and- its own budget. We believe at this point that the early
inclusion of union journeymen at the heart of the program distinguished
VICI from the more traditional YCCIP programs. In any case, the success of
New Haven, Newark and Broward certainly argues that a prime sponsor can run
a VIC] program by itself. Caution should be exercised in that the same
rigid requirements and demands of the program apply whether the prijme
sponsor or delegate agency administers the program.

. Budgetfng

This model is, because of the intensity and quality of its supervision
and the scope and quality of work performed, more expensive to operate than
the_standard CETA 'YCCIP proglam. Lower supervisory ratios lead to higher
supervisory costs; participant wage incentives slightly inflate youth
costs; administrative costs may appear higher, also. But these seemingly
higher costs are only one side of the coin; on the other are the sub-
stantial benefits which accrue to participants and the communities where
they are at .work. These take the form of quality jobs, return on the
dollar in the form of tangible community improvements, as well as_ harder-
to-quantify intangibles.

As the planner drafts the budget according to the principles outlined

'in the following sections, the challenges of putting this multi-1lirked

project together will become clear. CETA regulations establish certain
parameters at the outset. If YCCIP monies are used, 65 percent of the
budg t must be set aside for participant wages and fr1nges, unless adequate
justification for less than 65 percent is provided in the prime sponsors
annual plan subpart (20 CPR 680.113); five percent may be used for prime
sponsor administration and 10 percent for proaect operation administration;

~ the remaining 20 percent must cover superv1sory wages and fringes,

materials and support service costs. There fis, however, no prohibition
against using other CETA title funding here, or mixing title fund1ngs Use
of YETP funds or Title II funds may provide more flexibility in the age of
youth and the degree of support services.

Below is projected a twelve-month budget, which provides a realistic
picture of what kind of funds need to be 1everaged and how categories can
be propgrtioned. This budget is based on the dctual experience of a VICI
progénk;in Atlanta with adjustments for minimum wage increases and in-
flatio . . ) : :

Sources of Revenue:

s < )
1. CETA Prime - N $630,000
2. Association of Contractors 11,500
3. Department of Community and Human Development 125,000
N Total Revenue $766,600
o
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‘ éxgengigures: ’
1. [ Administrative items ' .. o7 $ 74,000
2. Services o ) (in-kind)
3. Crew Chi®¥f Expenses - o 200,000*
. 4. Youth Expenses . ’ . . . 409,000%*

5 JoH-re]ated items

a. Equ1pment . . . 3,100 .

b. Materjals and supp11es " 80,500 - 83,600

* Total -Expenses- $766,600

2 .

* Based on a salary of $16,000. per year-and 25 percent fringes.
**  Based _on an average of “$3.50 “per hour ($3.10 to start, with pro-
gress1ons based on perfqrmance), fringe benefits at-fjsercent, and 35

hour week and 52 week year. - <::j N
~ / e ——

1. Supervisory Costs As d1scussed e]sewhere, this model recommends
and presumes that ten sk111ed Journeymen supervise ten crews of six youth

X
y——

partidipants, each a lower supervisory ratio than is found in traditional

youth employment programs. This superyison offers many benefits, including
improved training, greater productivity, higher-quality .work and better
post-program empldyment prospects. It allows the project to do "real work"
and is considered one of the essential features of the model. .

- But, as one would suspect, such $upervision is more expené1ve than
that in a trqg;:&ona] program, given the lTow supervisory ratio and journey-
men's wages. Inoépe national VICI demonstration, superv1sohy wages and
fringes range 'from $20,000 to -$25,000 per .year per supervisor. In a
standard CETA program, a crew chief would earn closer to $10, 000 to $16, 000
to supervise ten_or more part1c1pants

: 2. Participants' Costs: It as been” found useful to begin paying
participants at wages. slightly above the federal minimum, to aid. in
recruiting, to reinforce the  concept that this is not a standard
"business-as-usual” youth employment project, and out of a commitment to
pay the participants for the real work that they do. Further, recommended
is a performance-based wage .progression that grants  wage increases to
part1cipants on the basis of job performance, skill acqu1s1t1on, attendance
and tenure in the project. The wage progression is correct]y seen as a way
of reinforcing the "real world" work ethic. The unions may also enter the
wage pacture by requiring that senior participants (those—in the program
for nine months or more) be paid at & level close to that of a first-year
ap rentice, arguing that the capab111t1es and product1vnty of the two

uld be similar. These wage progressions result in participant wages
averagfng approximately $3.50 per hour plus standard CETA™ benefits of 7
- percent, or roughly $131 00 for a 35 hour work’ week. * : )

3. Adm1n1strat1ve Costs. Adm1n1strat1ve costs’ may also run h1gher
than in a standard CETA-YCCIP program. Administrators' salaries range from
$16-20,000, for at least one and, in some cases, two senior program staff.

, -
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If one of those administrators comes from union journeymdn ranks, then that
sa]gﬁy’wi11lbe commensurately higher.

4. Support.Services: Designers of the YCCIP legislation intended to
distinguish this from typical work experience programs by emphasizing
output and minimizing support services. In some cases,.however, such en-
hancement may_ be called for, and support service staff--perhaps identified
as job coachy counselor, job developer, inventory clerk, driver, or the
like--may be hired at a salary and fringe cost of about $10,000-$14,000 a
year per. position. If 'such staff are needed full-time in the project,
consideration may be given to hiring individuals secured through Public
Service Employment. "In-kind" exchanges of staff time from ancillary
seryice agencies may, of course, be solicited. That is, agencies where
trainees are doing renovations, may contribute blocks of théir staff
members' time to the project. el '

The non-personnel administrative costs (for headquarters, work-site
administration, etc.) will also vary somewhat with the type of work being
‘performed; however, these costs should fall within a reasonably narrow
range. ‘The typical project can expect to budget at least $16,000 per year
for administrative travel, furniture and equipment, occupancy costs, such
as space rental, utiljties and maintenance, and office operating costs such
as consumable supplies, postage, telephone apd printing. .

5. Job-Related Costs:  dJob costs1 will vary according to ;HE
community improvements undertaken by the participants and crew chiefs.
" Gutting and fully renovating: single-family ‘or .two-flat g%%%ﬁ;ngs will

naturally require more materials and supplies than emergency repairs,
correcting code violations or weatherizing. An.emergency home repair/ code
violation program that focuses on major jobs may require approximately
$100,000 in materials, supplies, tools, transportation and contractual
services in order to keep sixty participants in ten crews busy for one
year. Note that.weatherization projects on this scalle require similar ’
outlays. ' ’

-~

Gutting and rehabilitating single-family "residences will\ require
approximately $20,000 in materials, supplies and contractual services per
fouse. This figure may climb to about $28,000 for,an average duplex. A
well-run project of sixty participants can completely gut and rehabilitate
ten single-family homes each year. A simple cdlculation then indicates
that this type of project will require about $200,000 for the materials,
supplies and other construction-related costs. Thése funds are avaiiable
in most municipalities from non-CETA sources, such as the work providing
agency, the local contractors' association, HUD, etc. "

" 4
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CHAPTER IV: PROJECT OPERATIONS

+

In estab11sh1ng a successful project, there is no substitute for
careful, diligent planning. Exacting planning will identify the goals to
be achieved, the activities necessary to achieve them and the resources
needed to set the activities in motion.» But all too often planners
complete these tasks quite satisfactorily without providing for an orderly
implementation. Qperating staff are hired, handed the pr0posa1 or planning

. document and told to get the project 1n gear.

The same situation occurs within the linking institutions as well. In
each agency, the policymaker has made the-commitment to the project and
perhaps even signed an agreement. Yet the agency staff who will be
responsible for delivering on the commitment have, until.operations are to
begin, ‘no idea of how to proceed or even what has been promised. The best
way to effect a smooth planning-to-operating transition is to bring
together, at the beginning of the planning process, the people responsible
for operating the project. The .smoothest transitions at'the VICI sites
took place when the principal planners would later have primary operational
responsibilities, as wel Another method for effécting a smooth transi-
tion is to formally appoint\ the planning task force as the project advisory
board. This will ensure that the peopte involved in the early planning
efforts will be available and involved when operations “begin and in-
stitutions are needed to deliver on commitments.

.

Once the de?1cu]t but immensely important planning “tasks are
complete, the real work begins. An enormous number of activities will take
place before the part1c1pant walks through the "intake" door. The
following include the major steps to be takén in beginning VICI prOJect
operations (see chart). .

The Work Projects Inventory

N

. Planners and operators must develop an adequate 1nventory of work
proaects that will tide the program over until it is running regu]ar]y
Prior to hiring the crew chiefs and enrolling participants, the foreman, in
concert with the work providing organization staff, should review a list of
prospective worksites, select a sufficient number and initiate any permit
or.other applications necessary to make these sites ready for operations.
Once these sites have been selected and approved, the cbnstruction manager

.can develop a rough production schedule and 1dent1fy the necessary tools,

materials and supplies. Secufe storage or warehouse space must be obtained
for these articles, as- well. At th#srt1me, staff should also settle on a
system for controlling inventories of, these physical assets, since they are
prone to "walk" away from all construction or storage sites.

K4 ' - w .

It is important to identify a good start-up Worksite that will

.accommodate several training crews. Staff may choose the warehouse for

materials ine which the initial crews can build tool racks and storage
areas. Or they may choose the project administrative headquarters, where
temporary (or permanent) office dividers and walls can be built and
painted. Or they may select a large unoccupied dwelling to be gutted and

rehab111tated .’
¥

[
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Whdtever the choice, the first worksite is critical. On this site, -
participants will be oriented to the project, the work rules and the safety
jssues. Here the ‘participants will learn some basic skills such as

“measuring and hammering; they will first’handle the tdols of the trades.

The participants and the crew chief will meet each other here, and here
payroll, timekeeping and other program procedures can slowly lose their
mystery. A1l “of these activities will give the work crews a slight .
headstart on productivity (and they are imperative before beginning work on

owner-occupied _code _vielation #nd weatherization worksites). e e

N\

Selecting and Scheduling Staff

This is next on the transition agenda. The unions and work providing
agencies will bb asked to provide~ lists ~bf qualified and interested
journeymen. These crew chiefs are the heart and soul of both the training .
and production missions of the projeef, and a great deal of care should go
into their selection. ‘

Unions represeﬁting trades to be taught wi]]‘recommend journeymen to
project administrative staff, and some brief but definitive guidelings .
should be followed: N ’ hd

0 The ideal crew.chief will have considerable experience in the
. trade (some journeymen recommend at least 10 year's experience,
including apprenticeship), and some -involvement in the union
beyond membership is helpful. In "the Atignta VICI site, for
example, the VICI foreman had, during his” own'apprenticeship,
.been named Apprentice of the Year. He was known throughout the
. rank-and-file of his local and had some influence, therefore,
which he .could use on VICI's behalf. In another instance,-a
Broward County VICI journeyman served as a union -delegate and :
chaired a District Council committee. He played a strong role in <
apprenticeship placements and” in setting up apprenticeship
qualifying examinations for VICI trainees. T
0 He/she will have an interest in teaching and working with youth’
and a willingness to work in an unusual program demanding a great
deal of creativity. _
0 He/she seeks a change of pace from the straight "eight-for eight"
(eight hours of work .for eight hodrs of pay--the union ethos).

This is not always typical of the union membership in the construction
trades. But this type of crew chief can be found; with the help of the
union hierarchy, the work providing organizations and other contacts
available to the project staff. . = -

Some union business agents may see the projeet as an ideal place for
some of their hard-to-employ and problem journeymen, those craftsmen who
find it difficult to hold a.job in the competitive laborymarket. Program
operators must develop careful screening and interviewi procedures for ///
prospective. crew chiefs; to ensure that they are well-sufted to this kind

of project. P |
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- -———-=- - proCess must ~be developed ~for them. Since most of the crew chiefs will
- come directly from the trades, it is important.to orient them 'to the

L} -~

An effective method for selecting the crew- chiefs is to form an
interview panel consisting of representatives froem the work provider,
unions and delegate agency staff. "This panel can ascertain_whether the
persons who apply for crew chief positions are able to £i11 the vital

'positions being created for them. The pre/ect director must, however, have ~\_

final h1r1ng adthority. -

* Once the Jjourneymen have been hired, then. an effective or1entat10n

A Y

peculiarities of CETA and its concommitant bureaucracies. It is also
important to lay the groundwork for their role as instructors and trainersf)
Planners may choose to turn to the local schools or teachers' colleges for
pre-program and in-service staff development. This may also be handled by
hiring instructors from union apprentice programs to "train the trainers"
in lesson planning, assessment, assigning homework, reading materials and
the like.. This reinforces’ the notion that the crew chiefs are hired to
jnculcate know]edge and skills, not just to serye as straw bosses.
0 ",
The transition period is no less important than the planning period
and, in fact, will--if badly handled--turn out|to be the rocks on which the
ship is scuttled. During these start-up week$, managers must monitor the

program with particular diligence and must be|prepared to intervene early .
on to abort practices which, unchecked, would|seriously damage the model.

-

Management Staff. ' . . s

Implementing and managing a construction training project are
particularly demanding in that they require in-depth knowledge of both CETA.
and the skilled trades. e program's two-dimensional purpose directs the
project's management fungt¥ons. Each VICI site in the national demonstra-
tion acknowledged these dyal management needs by appointing staff with one
or- the other set of compefPncies to the positions of the project directar
and deputy director. .

One senior staff person must be competent in construction trades
management This entails:
- ‘-
-- understanding the responsibilities of personnel.involved in, the
construction trades, from journeymen to architect to apprentices
to subcontractors;

. A

-- - having a fim grasp of the construction process from planning to
bui]ding permits to final inspection;

-- knowing construction lodistics to assure that crews, materials
add worksites are eff1c1ently sspedu]ed

-- having familiarity with the apprenticeship process so that a
- training program can be designed within the production schedule.

Another senior staff position must be occupied by- an individual ski]]ed in
emp]oyment and training. Competencies to be sought include:

. 5_6
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- a thorough grasp of CETA e]igibi]ity,-/fﬁfgie, reporting, and
fiscal management;

-- knowledge of other service «institutions and a.track record of 7=
being able to -establish cooperative relationships with them;
-- an understandind of the dynamics of education anqﬂuyrgjnjpg,:mmi‘_“_mﬂw_w_,
especisa"»}—y__for_youth-;ﬁw“ et 4 e« tmme e mnmiacema o ey % emees .
-~ ability to fYpd and develop jobs and market the projects to
employers. . -
Advisory Board : ' . )

v *

The formation of an active, agressive and ongoing advisory board is a
natural outgrowth of the planning task force and the links forged during
the. planning stages of the  program. The advisory board is made of
individuals who are instrumental in_the development of the project and will
continue to have a mutual interest in the program's successful operation,
A1T too often, the 1links made during the planning stages become non-

. functional once the grant process has ended. Project opéerators Tlose
valuable technical assistance and cooperation between the project and the
participating institutions deteriorates This can only hinder the .
project's progress. g -

Each of the actors who would eventually make up the advisory board has
an interest in the project. The unions, for instance, see it as a means of
.placing union journeymen into permanent jobs. The union and trade
associations know that the program.can identify youth with proven interests
and work histories for entrance into apprenticeship programs., The. work —_—
providers' interest gives.-rise to an inherent concern: while the work. -
provider is eager ta have labor that the program provides, it is also leery
of inferior workmanship-and crew misbéhavior which might. endanger its
mission with the public. A strong advisory board can be instrumental in - Ny
identifying necessary tools, safety procedures, skill progression outlines
and crew schedules. It may also be helpful.in interviewing crew chiefs and
project staff and passing on recommendations to*the prime.

« » N
A recommended procedure would be that the advisory bdard be formally
estabished before programs gperations begin. Membership might include the
_ business managers of the involved union locals, & contractor, a repre-
sentative of a national trade association, directors of the work providing
agencies, appprenticeship program coordinators, a State Bureau of Appren-
ticeship Training representative, and the model's program administrator, !
assistant administrator and prime sponsor planner. To formalize the board
and add significance, each member might receive dn appointment letter from
the chief elected official. ‘ ¢
-

; A formal agenda format should be established for the meetings and
)

rl

minutes taken to faciljtate continuity and follow-up. Specific and
. _detailed reports from the project dfrector, assistant director and other
» key representatives should occupy a prominent position on the agenda.

(3 ~
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While an adVisory board has no adthority to set policy, it should be

" encouragéd to recommend program improvements and to offer solutions to

‘ bayrd]] and Timekggpihg

problems. For instance, the board, concernéd over the wide guTf existing
between - the -supportive atmosphere of the model and the non-supportive,
hard-nosed structure of a typical construction site, may recommend policies
designed to foster a "world-of-work atmosphere; including strict en-
forcement of attendance regulations, an emphasis on production after a
short period ‘in the program, rotation of crew chiefs to give participants
the opportunity to work under supervisors of varying personalities and work
philosophies, and regular follow-up of program graduates at their jobs.
The advisory board may also, be instrumental in resolving conflict among the
recruitment and “referral organizations.and in the development of some
sophisticated management techniques. In some cases, it may become actively
involved in the placement process. :

A well-rounded advisory board can be a vital source of remedies for’
many, operations ills, for problems in securing worksites, subecontractor
scheduling, leads for and actual job placement, or interpretationof state
rules regarding youth employment in hazardous settings. A strong, working
advisory board is critical in ensuring that the model meets its training,
placement and community improvement objectives. ‘

°

Payroll and timekeeping procedures followed by the project should, as
closely as possible, reflect practices on construction sites. They also
should "simultaneously adhere to pertinent regulations and- meet internal
program needs. A well organized payroll/ timekeeping system is a-necessary
prerequisite for the wage iMgentive system proposed in this model. * :

In or%anizing a suitable system, program managers shduld first assess
the payroll requirements of the gpverning organization and then ascertain
what latitude they have in exercising options. Program operators should

+" develop a system whch also will educate the participants. -That is, crew

members should understand timekeeping and payment methods used throughout

their enrollment. »

Pay#ol1 seems most efficient when the responsibility is delegated to
one individual (with at least one other person .able- to do payroll in the
absence of the primary individual).| Of course, in all recordkeeping and
payroll procedures, the prime sponsor] and the program administration should
ensure against a#ny malfeasance and/oyf error?

A critical element in recordifg participants'shours is maintaining a
precise and objective system, the rules of which are understood ang-agreed
to by participants and staff. In program$ where work is centralized at -one
or two sites, a timec]ock should.be instatled. Where sites are di\fg;sed
and a timeclock 1s not -practical, crew chiefs must maintain acCuvate

¢%§cords and log precisely the hours worked by" each trainee. . It May be
seful to require that attendance be reported to the program's adminis-
- trative assistant by 9:00 a.m., which allows time to maintain and adjust
central attendance records and individual time sheets. Not only is an
early. deadline essential for payroll purposes, but it also alerts support
staff to their clients' attendance, making appropriate f0)low-up possible.
Ko N
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The ‘recordkeeper should maintain an' individual. file “for each par-
ticipant, including a W-4 form, payroll activation form, a record of wage
increases, and records of sick time and weekly time sheets. In order to
minimize problems regarding pay and hours, a double verification system is
recommended; the time sheet is signed at the end of a work week by the crew
q@%ggr and the crew chief, showing agreement to the actual ‘hours worked
and/or compensated by sick time. On the following payday when the check is

. received for .the previous week's hours, the crew member and the crew chief
again should sign the time sheet verifying the wages paid. IE&is helpful
to include on the time sheet the formula used for computing Wages. The-
hourly wage is filled in, multiplied by the hours worked, to equal® the
gross amount. Deductions are listed and subtractej’to equal the met amount
of the paycheck.’ - , :

The actual method used to distribute checks may-have to conform.to
"central administrative guidelines. However, one good system Which
maintatns accountability and enhances communications and problem solving is -
to hav@ all crews report to the program.office where each- journeyman
distributes crew members' checks. The recordkeeper is available to answer
qiestions and make corrections -which will be rectified in the subsequent

. week's check. E

To0 recaﬁitu]ate, then, the following principles will ensure - smooth
operation of a payroll system: ' « .

-- Péy-trainee and supervisors on a set schedule and see.that checks
a;curate]y reflect documents submitted by the program.

-- Centralize payroll responsibilities to avoid unnecessary” con-
fusion (making sure that at least one other person is able to
manage the system during the primary person's abfaéﬁe). : .

--  Keep accurate records, showing the exact hours worked, wages paid
and signatures obtained verifying accuracy.’

--  Make sure that individuals responsible for recording hours worked
‘are available during the disbursement period for questions .and
‘ : ' corrections.

Y

-- Be certain that 511 program participants understand payroll
procedures_ and can transfer that working knowledge to full-time
employment. ¢

R © —-  Use a timeclgck wherever possible.
-- Distribyte pj&checks at the close bf the working day.
~ A sample trainee time card appears in the Appendix. - . >
- ’ ’ g ’
Subcontract Management = . o, . ..

Unless fhe projéct,staff includes members of all trades involved in
project work, the project will have to hire suRfontractors. Sifice sub-
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contractors are business people, their orientdtion will be to look at work
in tems of a profit: This is not a negative, but only a different
orientation ‘from a youth training project, where training goals must be
balanced with production goals. Subcontracfors must be made aware of the
project's goals. Project staff may elect to offer an orientation session
to all prospective subcontractors. This orientation will familiarize
subcontractorg with CETA and with the project's goals of training,
employment and community improvements. The staff may also invite sub-
contractdrs to visit a worksite and to meet with the foreman.

Publicly-funded programs are notorious for the amount of paperwork and
documentation they require, and many good subcontractors may be reluctant
to get involved because of the paperwork. Subcontractors will probably be
required to submit detailed bills. Some are not accustomed to doing
detailed paperwork and may not do this well. In order to ensure that
relationships with contractors are smooth, it is important at the beginning
to tell them exactly what kinds and how much paperwork documentat1on or
forms may be required.

Samples of .completed forms and a specific list of procedures td~follow
are helpful to the subcontractors. Any clerical assistance project
administrators can provide to the subcontractors will al help. This
assistance could be typing estimates and/or bills, photocepying and
assuring that the subcontractors have an adequate supply of any forms
required.

§'ncé the proaect s work will rarely be the only work a subcontractor
has; s¢heduling his services can be a problem. It is important to set up a
system in which the subcontractor contacts project staff. regularly in order
to clarify schedules. If such a system is not established, scheduling
prob]ems may develop, resulting in frustration for the proaect and the
subcontractor. In order to prevent scheduling problems, subcontractors
should be given a ‘general oqutline of work at the outset so they know when
they are likely to be needed. M pattern of regular contact should be

eg/a?]1shed : ‘ e

Since the' project will most likely employ union journeymen as super- “
-visors for training youth, the project should, where possible, use union
subcontractors. If this is not done, prob]ems between the project's own
union employees and the subcontractors can result. Problems with the
unions participating can-also occur. If unions from which subcontractors
come are not informed-about the training prbgram's structure, they may have
objections to their members working on a _Jjob where there are-non-union
emp]oyees (i.e., youth trainees). This type of conflict can be prevented
by clarifying in advance what type of work will have to be subcontracted.

Unions from which subcontractors will come can be informed about the
program, assured that it has the support of the unions which provide
journeymen and asked to provide a list.of union firmms which they would
recommend as subcontractors. In some cases, these unions may be persuaded
to encourage union subcontractors to take some of the trainees with them
when they do work for, the project. This is benef1c1a] to the project and
to \the subcontractors. It prov1des more exposure for the tra1nees and it
also reduces the subcontractor S costs.

6\ B '60 , »
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Contractors not -accustomed to working with public agencies--and used
to being paid in full upon completing a job--may become disgruntled if they
are not paid promptly. And, since public agencies are often very slow in
making paymegts, such problems arise frequently. This can be prevented if
the project payment system is explained to all subcontractors at the
beginning. Project management can explain the basis on which it receives
payment from prime sponsors and work providers. For example, many prime

, sponsors and public work providing agencies make payments to projects once

each month. .If the project receives payment monthly, it could set up a
monthly disbursement system for each subcontractor.

Make clear to subcontractors what priorities are set for payment in
the event that “cash flow" temporarily halts. For example, subcontractors
should know that, in the event of a cash-flow crisis, wages are paid first,

benefits second, suppliers third, and subcontractors fourth. Then, when a’

cash-flow crisis does occur, subcontractors can be told” when they may
expect to receive payment.

In general, if subcontractor systems are established earfy and §ood
communication maintained, most problems can be prevented and those that do
occur can be managed with a minimum of disruption to project operations.

-~

Procuring Materials and Supplies /
S

Since each prggram is uniqué due to local needs and characteristics,
program management procedures may differ greatly. Most projects, however,
have responsibility for and control. over construction materials used, and

_all projects at least engage in some form of purchasing of essential

supplies. This function can be difficult, requiring compliance with local
purchasing guidelines and a largé amount of staff time.

In New Haven, the work providihg agencies were designated by contract
as the units responsible for all the ordering, purchasing, delivery of and

payment for construction materials. This removed from the local VICIN

program the burden of maintaining a cash flow payment system. But it also
removed from VICI managers needed control so New Haven enacted an agreement
with the work providers which allowed VICI staff to directly order supplies
for which the work providérs would later pay. Each work providing agency
had designated staff with responsibility for this operation. When a work
project was scheduled, the VICI assistant administrator, the journeyman to
whom the project was assigned and the staff person from the work providing
agency compiled a complete list of all materials necessary for the job.
The work providing agency called the order into a vendor and set a schedule
for delivery. Upon delivery, the journeyman signed the receipt, shich was

~ then sent to the work provider for payment. If a work order needed

.revision, it had to be approved by the work providing agency and the VICI®
assistant administrator. Lists of additional materials were compiled and
sent to the work provider, who orderd the -supplies. Delays usually arise
only when the designated vendor was either out of stock or could not
promide to deliver on time. .In the -latter case, when prompt delivery was
essential to ongoing production, the VICI van picked up and delivered
materials. In some instances, depending on the urgency ‘of the request, the
work providing agency allowed VICI staff to order supplies directly from

L

the vendors without prior consultation.

+
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The relationship between the project and its vendors is crucial, and
every effort must be made to assure full and smooth communication. Like
subcontractors, the vendors may be reluctant to deal with government-funded
projects because of the extensive paperwork and the 1lethargic payment
process. It is important to meet with prospective vendors to explain the
project goals, describe the processes for ordering, billing, and payment

- wand establish a process for obtaining telephone price quotations \(vendors
are usually unwilling to quote prices over the phone until they are
familiar with the prospective purchasers). Many vendors will only
guarantee prices for thirty days; with the estimating and ordering that
occur, telephone access is frequently a must. - .

The process for storing and distributing equipment and materials will

again reflect the policies of each city. Each non-consumable item (i.e.,
tool or equipment) should be tagged or engraved with a serial number prior
to placement in the field, The local project staff person responsible for

- the equipment should list for each item purchased a description, purchase
date, purchase or billing number, serial number and a flow chart which
accurately describes the movement and placement of that specific item.

The method for the purchase of” consumable supplies must take into
account still other factors. Initial amounts and grades of materials will
be determined by the jobs' written specifications, blueprints or oral
directions. All parties should agree on the particulars and on price
Timitations. In addition, the vendors' reputations, the available supplies
and the ability to insure on-time delivery should be known when an order is
placed. Copies of all bills and materials and delivery orders should be
kept. While it is essential to know, from the first estimate of a given
job, the exact materials necessary, this. 1ist will undoubtedly be revised
to reflect diversity of crew members' skills and changes in job specifica-
tions. ’

#
Aw

At an occupied residence undergoing rehabilitation, the project staff

must. 1imit delivery of a large material order to avoid dislocating the

¢ ° vresident. This also pertains to unoceupied units which are susceptible to

theft or vandalism. Control over amounts of materials stored will limit

frustrating waste. gﬁowever, managers must also insure that there are

" always supplies on hand sufficient to keeping the participants on the
program's -work project schedule.

\

The Permit and Inspectfon Process

] B

‘In order to protect the public interest, municipalities require that
anyone seeking to construct or improve a residential dwelling must obtain a
permit to do so. Before granting the permit, a municipality will want to
be shown that the ‘proposed construction or improvement conforms to the
regulations specified in zoning, fire, housing and building codes. . After
the municipality is satisfied and the requisite permits are granted, its
agents will conduct a series of inspections to assure that the construction
is proceeding in accordance with the permit and building plans.

The zoning -~ ordinances regulate the use of 1land and buildings,
specifically as to type of occupancy (residential, commercial or indus-
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trial), density (number of families per building, “number of dwellings per
acre), and location of the building on the property (minimal size of front,
side and rear yards). The housing code specifies acceptable room size,
toilet and bath facilities, window space, ventilation, and supply of heat
and hot water, in order to assure a habitable dwelling. The building cbde
specifies the minimum acceptab]e building materials and design .pecessary to
. assure the structural and size integrity of a given dwelling. The
.electrical, plumbing and heating codes form subsections of the building
code and contain the specifications necessary to assure safety and
integrity in these areas. .
The permit ad inspection processes are r1gorous and unforgiving. ¥he
building department of a typical municipality is frequently understaffed
and plans submitted for examination are frequently backlogged. The permit
processes for moderate to complex plans can easily take months. Therefore,
it is incumbent upon an agency doing gut rehabilitation or emergency home
repairs to establish a strong and effective link at the commissioner level
. of the municipal building agency and with the plan examiner.

In general, the project management agency is responsible for obtaining
a building permit. To facilitate the permit process, "the prime or the
delegate agency might itself successfully apply for and obtain a license as
a general or home improvement contractor. In most cases, this is rela-
tively simple to do. However, electrical, plumbing, and heating permits
+ can only be obtained by contractors licensed in these-areas. Therefore, if
the managers of the projett are subcontracting these mechanical systems,
the responsibility for obtaining these permits rests with the sub-
contractor. In most cases, the type of dwelling being rehabilitated will
affect the permit and inspection process. In some municipalities, plans
for single and two-family dwellings «<an be put through a "one-step"
examinatjon process where a plan examiner-technician conducts the review in
-a single sitting, with a final sign-off by the supervisory plan examiner.
In these cases, permits can be obtained in a single day. In other
instance app11cat1ons for rehabilitation of sfngle and two-family
dwellings require less defailed plans--for example single line archi-
_tectural drawings, rather than double 1ine plans. In some cases, cost is a
determining factor in the permit process. For examp]e, in Ph1]ade]ph1a,
electrical permits must be obtained if a new service 1s being brought into
the dwelling or if the fota] of materials cost exceeds $100. If an
electrical emergency home rep%1r can be brought in for less than $100, “then
neither the permit nor the concommitant inspection is required. _The permit
and ipspection processes become much more rigorous when the™number of
living units exceeds two. L/

Some nmnc1pa]1t1es may require pipn1ts for demolition work done by
contractors. They may further requireNthat the contractor be bonded and
insured. It is unlikely that prime sponsors will obtain such. bonding and
]icens1ng In the Milwaukee VICI demonstration project, planners learned

q; homeowners may obtain demo]1t1on permits in their own homes for work
don on their property.

If not adequately handled, the permit and inspection processes can

easily disrupt the inception or completion of work. One cannot emphasize
. enough the need to thoroughly understand both the agencies and the re-
. - & .
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quirements involved. If an effective "link is forged with the muncipal
building -agency and if the personnel involved -understand the goals and
methods of the project, then this department can be an effective ally. - If
they do not, the building and inspection agency can be'a real barrier to
success, P]anners are .urged to involve a representative of the local
genmt and 1nspect1on agency (or agencies) to sit on the proje %'s advisory
oard o

I
TypicaHy the pem?t and inspection process will be-as follows:

.
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Step I

Step II

|

. /
Step II1

Step IV

The.Permit and Inspection Process

Determine that ‘the use proposed for the property does

‘not ‘violate the zoning code. If there is no change in

use (that dis, if the house, SJfor example, qQnce
renovated, will remain as the single or two-family
dwelling it was prior to renovation), then there-should
be no problem in receiving approval from the zoning
department. On the other hand, if there is to be an
addition to the building, or 1f the dwe111ng is being
converted from a two-family dwelling, or into a retail
store, then lengthy'hearing and appeal processes are to
be expected. Therfore, the lead time required for
obtaining a permit increases dramatically. Cities in
the national VICI demonstration chose not to tackle
worksites where changes in zoning would be required.
I 'Y .
5%be the proposed construction or rehabilitation is
deemed to conform with the zonimg ordinance, the fire
and housing sections review the plans. The fire unit
will review the property plans for proper access, exit -
and fire alarm systems. In most cities, single and
two-family dwellings do not need the review and
approva] of the fire unit. The housing unit will
review the p]ans for habitabi]ity, as described above.

If the plans are approved at this stage, they are

forwarded -to the- building (sometimes called the

construction) unit, where a detailed structural review

is undertaken. This department. determmines that the

fire rating of all and.other proposed construction.
materials satisfies the code, that 'stairways are not

pitched too precipitously, that floor and roofing

materials are sufficient for the load.

Once approval by the building unit is gecured, a
building permit is issued, A copy of the permit and.
plans are forwarded -by the municipal agency to 1its
inspection division, which will then assign an
inspector to monitor the construction or rehabilitation

to 'see that it conforms to the plans and building
permit. The inspector will require advance notifi-
cation of the completion of various construction phases

in order to schedulejinspections. For example, he will,
want to inspect the electrical wiring, plumbing system

and heating ducts prior to having the walls closed in,

and therefore will not perm1t construction to,pont1nue
past this point’until he is satisfied that the work
done conforms to the plans and permit. . Finally, once

the construction or rehabilitation is completed,

final inspection is conducted and the building recelveijzf”
a certificate of occupancy. ‘
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The Construction Process . . o

—~

Guttfng-and rehabilitating a building cqnﬁrises a complex process that
requires thoroughly planned manpower -and materials resources. Following is

.a brief outline of the construction process as it will unfold at most sites

(refer also to the accompanying chart).

The first step is to obtain a list of properties which are suitable
for renovation. These properties are reviewed for feasibility as re-
habilitation sites, primarily on the basis of structural imtegrity and a
location that is accessible by public transportation. Sometimes decisions
about which rehabilitations to undertake are best based in large part on

the surrounding community. Rehabilitatioh of one unit on a deteriorating~

block may not be fruitful. Operators may want to target to improving
Blocks or blocks in target areas for other government programs.

Any building should have sound exterior walls and framing; othérwise .

it is better demolished. The next step in the feasibility study is to
determine whether the building and its proposed use conform to the zoning
ordinance and building codes. This step should also include an examination
of alternative uses for the building. . ' .

Next, the project architect develops the preliminary drawings, floor
plans that include detailed measurement of the building and a tentative
layout of each room. From these drawings, the architect can make rough
cost estimates for materials, supplies and subcontractor services. The
project now has all the information necessary to arrive at a final set of
plans. If the proposed work can be accomplished within the budget
available, then the construction plans can proceed. If the project exceeds
the budget, the plans will have to be changed. -~

. i
The' architect then develops a set of working plans. These form the

“actual construction documents which will guide the construction manager to

- cap (@ football helmet may be more appropriate

the slayout of the_rooms, location of partitions, placement of plumbing and
heating fixtures, dimension of staircases, and all other pertinent
information. The plans- contain specifications regarding the minimim
quality of material to be used and provide all- prospective subcontractfors
(e.g., electrical, cement, roof, etc.) with the information necessary for
them to prepare bids.

At this pointy applications for building permmits can be filed \and
construction schedules can be developed. The development of construction
schedules is a very serious undéertaking, for it is during this process that
the concept of skill progression becomes important. In the model, certain
events along the path to project completion must occur either in concert or
in sequence. . Materials and labor have to be well coordinated in order for
work to proceedgon time. In the construction busimess, the saying "time is
money" dis particularly relevant. A construction planner must have a
thorough understanding of 1lead times required to procure materials,
equipment. and subcontractors. : :

Once the permits are ‘obtained and the constructfon ;hhedule estab-
lished, the actual demolition and rebuilding process can begin. The
construction manager now removes his p]annin? hat arfl dons his expeditor

-
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The Construction Process
i : - o -

Foreman (head

Step I journeyman, etc.) obtains from .work

) provider a list of avdilable worksites. .
Foreman determines the1r su1tab111ty to VICI based on:

structural integrity;
accessibility by public trans-
portation;
\ conformance to building codes
and zdnjgg ordinances.
‘Foreman cho?ses the worksite. -

Step II  ArcHitect, prepares preliminary drawings, including
rough floor plans and room layouts.

From these drawings, foreman (or est1mator, etc.) will

roughly estimate costs of the job. ’ )

If this falls within budget, staff will proceed with

working construction plans.. If job exceeds budget,
y architect must revise preliminary plans.

Step III Final plans are drawn up, including job specifications,
materials lists, and all information needed by sub-.
contractors..

Step IV  File for any necessary bui1ding'permits;

" Step V Develop construction schedules, for each aspect of job
and for each crew. P

Step VI When Steps I-V are canp]ete, begin the actual con-

_struction work on this site.
e
,\
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is to remove barriers so that construction events can occur on schedule.
He has to c¢horeograph a complex ‘group pf actors including suppliérs,
participants, inspectors and subcontractors. He has to arbitrate disputes
and interpret plans, arrange payment or credit for materials and servites
and negotiate with inSpectors, The expediting role is vital in the
completion of the project on schedule and within budget.

:

Using Program Information as aManagement Tool

work value calculations,
hese provide for the vital

Neekiy reports on participants' progress
estimates of job costs, fiscal reports--all

day-to-day insight into the health and effectiveness of the project and the -

participants. The major elements of -an. information management and
accountability system are described below. Any of these elements can be
1ncorporated into a new program, where deemed important or.useful. Because.
of the complexity and ambitiousness of the model, information and its use
are more critical than under more bas1c efforts.

For ‘each participant, individualized progress information should be
gathexed on attendapce, job sk1]]s, diseipline, wage pnogress1ons, etc. A
forméWESSTgned for” this purpose in the project is provided in the
Appendix. A weekly/monthly progress report should measure program

performance on several fronts. Taken individually, it should mark a

tra1nee s achievement of skill fAevels and mastery of specific tasks. It
Shoutd also-report the trainee's attendance and .punctuality, his or her
behavior, wage increases earned or the reasons they have been denied.
Regular review of this information will enable supervisors to assess a

trainee's progress and will signal to a counselor or job coach any:

problems.

Progress reports received in-number will give other clues to the
health of the program. Managers will want to pay special attention, for
example, to a set ofsreports in which all trainees received the h1ghé§t--or
the lowest--job qﬂn;ormance ratings, so that they can review with:*
journeymen the eva uatjon system, job assignments, etc. They will note
too, a set of reports which shows wage increases for trainees with repeated
absences and lateness. '

A careful analysis of\ progress reports will inform the program
management about the growth ofNeach participant's job skills and develop-
ment. Analysis of this 1nformat1on will also provide important insights
into the supervisory skills. and habits of the crew chiefs.

Of equal 1mportance to the personal progress of trainees fs the actual
productivity of the project. Measuring product1v1ty is, difficult, but
feasible- fas long as some basic information is obfained. Product1v1ty
primarily\ a measure of the value of work as compared to the costs
getting the work done: i.e., output ys. input. The input consists
labor (participants and crew chiefs), dxpendable materials and supplies,
tools, subcontractor services and management. The cost of each of these 1s
obtainable if a good cost accounting system is established. The ]abor
costs should be- broken out on the weekly/monthly participant progress
report. The materials and subcontractors costs will be obtained from a job

‘
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cost summary prepared the project accounting unit which shows all
materials and sgrvices allocated to each worksite. Cost of tools for the
duration of the project should be prorated for each worksite. Adding the
labor, expendable material, subcontractor and tool costs gives a figure for
the total cost of project input. Refer to the sample forms in the
Appendix. ., ‘ .
\- '.' . . . A(
The value *of the output is determined by estimating the charge a
private contractoréwould bid to complete the same work. Then, setting up a
simple ratio between the private contractor's bid (output) and the cost to
: . the project to do the work, will give a fair measure of the productivity of
' the project. Productivity will ebb and flow as skilled participants
gradaate and are. replaced by uninitiated enrollees. However, some re-
‘finement of the basic input-versus-output comparison will provide more
sophisticated and useful management information, as well as documentation
of output for the work providing agency. For example, the ratio of. labor
- costs to expendable materials cost should change as the trainee becomes
more proficient. The iatio of participant labor to crew chief labor should
change as participants become more reliable and attendance improvess

.Managers will want to monitor the costs of work projects, to asﬁértain
a number of things about the program. Most obviously, good cost estimating
i11 enable the manager to enhance the accuracy of fiscal projections--
e.g., how much will this project drain the budget? How much will this job
cost as compared to another job? Does the amount of skills training
involved justify the materials and supplies outlay? But the cost estimates
may also, when monitored’ in tandem with other program management in- .
- formation, provide the program manager with gzsight into other aspects of
\\\\\ the program. Are more complex jobs being done which require more pro-
ficiehcy * from trainees? Have Jjourneymen adequately planned tasks and
projects? Does the project as a whole continue to satisfy a primary
objective of producing valuable, tangible community improvements? '

project to estimate and report work costs
ind done. ‘If a job has a set of blue-
prints and specifications, cos stimating is simplified, since the
materials needed are spelled out TR detail. If ‘blueprints and specifi-.
cations are not submitted, the task then becomes arduous and more complex
Since staff must try to present jsual picture of how the task will be
constructed, determine within reason ‘the amount of material to be used, and
allow for the over-run of materials cost (whﬁgh is more often the rule than
the exception). . . ‘

The procedures followed by
will vary according to the job

//> There are several methods one can use to detemmine and evaluate the
general. cost of a job and its cost effectiveness. One approach is pre-
printed forms usiifkg estimate labor cost of crews and supervisors along
W materials cosfs. The cost of labor is predetermined, based on present

///nggky levels, while materials and supply costs are set after consultation
.~" with various local vendors or suppliers who quote the price figures. This
is generally done every thirty days since manufacturers will not commit
themselves for a longer pegiod of time. Cost is also determined Ny
. quantity purchased and time of purchase. Bulk purchasing often results in

a two to eight percent price reduction., - - !

~
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The availability of an item will at times b® a more important:factdr
than cost. For example, if you are requ1red to wait 60-90 days for an item
fron a supplier who sells it at one price, it may make sense to buy from a
supplier who charges more but can deliver in 30 days, thereby increasing
yogr mater1als cosgéa even by five or ten percent, while not delaying the
Jo .

After a job has been completed, it is necessary to determine the
actual costs. Staff should review ~trainees' time cards and daily
attendance records to determine actual job cost versus estimates, t%g"*-
determine if a particular job has been cost-effective, to see what, i
anything, can be done to reduce the cost of similar jobs in the future, and
to be used as a reference for' further estimating.

Severa] factors cBn wreak havoc_with cost estimating and reporting.
"Change orders": frequently cause alteratjons. A change.order is submitted
in writing by a contractor, citing revisions of the original contract which
are necessary in order to carry.out the original intent., It will cite

#alterations 'in specifications of costs of materials and labor and of time.
Change orders invariably mean lengthened work time. While they may arise
from unsatisfactory work performance or misinterpretation of blueprints,
they can also arise from incorrect blueprints or a revision of plan as
fetermined by the architect or homeowner. _Pre-construction meetings are
the vehicle used to air these differences and recommend changes that
ultimately effect a cost overrun of a particular job.

The other factor that will play an important role in the success or
failure of a job is the overhead charged to a job. Several yardsticks
should be used in determining adequate overhead: 1) past payment record of :
agency, company or individual owner; 2) method of payment--partial payment
when job is one-half completed, or 80-90 percent payment when work is
finished with retention of 10-20 percent for six months to determine if
structural defects have occurred; and 3) number of staff persons needed to
effectively suﬁerv1se and moditor the job from start to finish including
office staff. Overhead is generally considered to be 15-20 pércent ofthe
total job cost. s .
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Cost Estimate Considergtions

' Cost Estima'Factors :

0OO0O0OO0O0

O o

. Labor cost

Material cost

Rental fee

Insurance g

Sub-contract fee: 1) Surveyor; 2) Architect; and 3)
License fee .ot
Building permit -
Utility fee .
Site preparation ‘ #

Material and Supply Factors:

© OO0 OO0,

o

0

Post Recorging:

codooo

Direct purchase (from manufacturer)

Indirect purchase (from local vendor)

Bulk vs. minimum purchase "

Type or grade of material

Material and supply method of payment, cash and carry,
thirty days or open account

Seasonal purchase, low production period vs. high
production period .

Purchase of discontinued stock . e

-~

Review and record total labor time and cost
Record total material used

Update change in material and supply cost
Record total ~Job cost including sub-contract work
Record completion of punch 1list

Verify and sign off of cdnstruction waiver

oy
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.- . broken' down into planned, actual, and accrued cost totals.

Fiscal Management (}

The fiscal management of this kind of project must confront--as does
the management of any complex program-—account1ng for funds from d?a y
sources, spent ‘in many d1fferent categories. An accounting system bfse .
upon accrual account1ng, with flexibility to prov1de information on a cash °
basis is a necessity in mon1tor1ng the pro§ram's f4scal status., An outline
v
of one system fo]]ows 3 5
-- A f1sca1 unit accountant, after receiving instructions and
program. assumptions from the mode] pfanner,,develops a detailed
budget. This budget is then broken down on a monthly basis and
the plarined expenditures by individual line item and overall cost S
categories (Administrative Pool, Participant Wages and Fringes, ;
Services, Market Suppli€s, Training and WOrks1te Superv1s1on) are
fed into the computer. '
--  Whegy the program beg1ns operat1on, vouchers are prepared by cost
category and line item. An entry is-made on the books and data
sheets as payments are made.

¢ A
-t -

-- A computer pr1ntout of all expenditures 1§'devepred each month .
and is verified against the manual Tedger. The expenditures are s
listed by 1line item within -cost categories. The printout is

<

-
=~ The program p]agper reviews the monthly printout and determines
if corrective®acCtion is needed in any of thg cost categories.

-~ The planner then meets with the program director to develop a
plan to resolve the problém.’ . .7 .

Accounting systems are lisually comp]ex because of the mu1t1p]e funding
sources and because of thd necessity to revqrd costs off each job seps .
arately. In addition, each fund1ng source will have its own fiscal report
and voucher requirements. It is important to establish books and records
which will illustrate income from each funding source and which will show
expenditures-according to budget line item for each funding source.

The simplest method of keeping track of all, expend1tures is to.develop
a Chart of Accounts which identifies a specific account number’ for each
item in the budget. For example, account number 1000 could represent >
administratiye salaries, 1001 could represent fringe benefits for adminis-
trative personnel, etc. Any expenditure in these areas would then be
charged against these account numbers for each budget line item. With this
type of system it is easy to accumulate totals at the end of each mongh for
internal repdrts and for fiscal reports to funding agencies:
’
Another area of fiscal rec&rdkeep1ng is purchasing systems Personnel
must be able to identify the nmter1a1s purchased for each job -and, the
funding sourge to be charged A" ‘purchase system should include the

following steps

v ’
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-- Purchase ordeérs should ALWAYS be used (seé Appendix - for:

being ordered on one purchase order, the items to be used on each
separate JOb should be 1dent1f1ed T

°.--+ When the mater1a1s are de11vered the foreman should check: the

delivery against the purchase order and pote any' differences.
This Nl assure that only mater1a1s actua]]y received w111 be
paid ¥or. R . . . ’

X

»

--  When . the bills are rece1ved 1tems’”5//1ed should be checked'
y * against purchase orders. Check requests should-be prepared which
" identify the job and the account number (budget 11ne jtem) to

o . which costs are being charge . :

s .
,

. . 0.0 .
If a good purchaSﬂng system js established, problems of accounting “for

expend1tures by job should be, few .and reports for various funding sources
should be s1mp1e to prepare. " )
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- CHAPTER V: THE STAFF AND THE TRAINEES

Skills Training vs. Production |

. The construction training project emphasizes both training and
production, and this programmatic "split personality" may create a tension
which- mast be well-managed. This itension may exist because the agency
which -has contributed monies for miterials and supplies--e.g., a community
development agency, a weatherization agency, or another work provider--
legitimately. demands that the projett produce acceptable finished products.
I the community development agency responsible for refurbishing low-income

ouses cannot demonstrate ~to its constituency the improvement of these

ouses, it does little good to say that a number of youngsters received
construction training and got jobs. But this tension may also feed on the
converse: those in the program responsible for training and plfcement may
emphasize skills acquisition and proficiency to .the detrimebt of pro-
ductivity and-déadlines. Job ceaches, for instance, will say that it does
just as little.good to point to finished houses if no youngsters have
mastered skills and secured. employment. In either casé, the program
suffers. |

A successful model recognizes the importance of maintaining the
training/production balance. It establishes to this end reasonable but
full production and training schedules. One method is that certain
trainees and . journeymen together with administrators determine that
particular projects will be completed by given dates. They will also
determine what skills will have to bg;]earned in the process of accom-
plishing such projects. By allowing pérsons from all quarters to share in
this determination of program objectives, the manager assures that training
goals and production goals receive attention. .

Proper pacing of both training and production is more important than a
choice between one or the other. There should be a greater production as
the trainees stay. in the program longer and "learn more skills. Keep in
mind, of course, that when production demands mean that a crew moves to a
new skill area, the training/production cyele has to begin again: For
example, if the crew/ doing basic carpentry, such _ as rough framing and
installation of sub=floors, moves on to more detailed carpentry, such as

cabinetmaking and installation, tHe emphasis wjl1 be.for a time on training - -

rather than production.

Detenminingi;rhethér this balance is being maintained is he]ped\\
-considerably by the work valuation procedure explained in detail in, the
‘Appendix. Determmining the value of what has been done and the cost of what
it took to-get it done (which includes materials, enrollees' time and wages
and supervisory time and wages) is an excellent tool for keeping track of .
the program's on-going effectiveness. - '

°

-~

Staff Discipline and Problem-Solving -

5

- Id
Personnel policies for staff, if drafted creatively, can make
genuine tontribution to the "world-of-work" atmosphere the project seeks t
' . a
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- establish. Most operating organizations will. have an agency personnel
policy that governs employees, their benefits and respons1b111t1es These
are quite flexible when compared to the personnel policies in force in the
construction trades.

Some VICI operators in the national demonstration--Philadelphia,
Chicago, Milwaukee--signed the master agreement with the cooperating
unions, establishing the union contract as the final document with regard
to hours, pay, working conditions, and benefits for the crew chiefs. In
effect, a different, and in many ways stricter, set of work rules is
applied to the crew chiefs. They are not paid for sick time, holidays,
time "lost to weather and the 1ike. They can also be dismissed for. one
incident of tardiness or unexcused absence (though not all sites followed
this practice). Participants, when they see journeymen accepting and
adhering to work rules such as these, are getting a good .introduction to
the real world. Staff should encourage the establishment of these types of
rules. ‘ .

One ‘of the fundamental strengths of the model is its use of s€illed
craftsmen as crew chiefs. They represent the standards of craftsmanship
and work habits that the project seeks to instill in the participants. Few
of the crew chiefs will, however, hdve worked with youth of this age group.
Few will fully understand the broad role they will p]ay They will have
had ,1ittle experience in”working with CETA«staff, and CETA staff will be
equa!]y unfamiliar with them.

. For these reasons, it is important to estab11sh a thorough and ongo1ng
staff development program. This program should ideally begin early, prior
to actual enrollment of the youth and will involve the crew chiefs and
other staff in the development and refinement of project po]idie:;{\\

K

. Pprocedures and activities. Work rules, participant personnel policies,
disciplinary and grievance procedures, and timekeeping, payroll and
procurement _processes are all suitable subjects for the staff to devel
together en masse or via staff committees.

Spec1a1 attention has to be given to identifying the crew chief's dual
es, as trainers and as producers of work. It must be recognized that,
while each of the imstructors hired possesses many years of trades s

ngﬁ? and is clearly skilled in his part1cu1ar field, the vast
majority ave had little expeérience in supervisiag or 1nstruct1ng yoyth.
It is important to realize that even though Journeymen may, on the job,
have apprent1ces assigned to ?!mu the ratio is usually one apprent1ceoto
one or more Journeyman. The rd&tio of ope jousneyman to six participant$ in
the VICI model is low for CETA-rum programs but high in the trades, and
pose%;problems in regard to management of tasks and supervision of crew
membefs, ° ”

*As the program seeks to orient journeymen to their* tra1n1ng/product1on
ro]es, it may become apparent that somh_pedagog1ca1 coaching is necessary.
Early visits to worksites may find some journeymen doing the maJor1ty of
the work while participants watch; others may go fromone participant«to
the next in a frugtrating attempt to g1V§<jnd1v1dua1 instruction to each
participant. Administrators may decide to hold training sessions with the,
journeymen to g¢ Ke them better methods of instruction and crew manage-

3\ .
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‘ment--instructing crews in groups before assigping the crew members to.a -
"huddy" system to fulfill work assignments. ~ Involving the local Joint
Apprenticeship Committee and/or a shop teacher from a vocational school
could be extremely helpful in developing teaching and crew management
techniques.

»

Another aspect of staff development for crew chiefs 'relates par-
- ticularly to working with economically disadvantaged youth. Job coaches
can be helpful in advising journeymen about special needs or problems of
particular participants and pointing pug//dé%eloping problems such as
favoritism. For instance, they are encouraged to offer praise for trainees -
who are doing a good job, since many youth entering the program have poor
sel f-images and have rarely been given positive feedback, In addition,
journeymen's instruction ¢ should cover all -the rules -and regulations
governing participant behavior, procedures for enforcing giscipline, the
completion of documents, and participant personnel policies. Role-playing
various situations may assist the journeymen in recognizing their strengths
and weaknesses in supervising participants and enforcing discipline.

Another approach is to establish a short-weekly meeting at which all
staff review problems and work to refine the roles of and techniques used
by the crew chiefs. Over a period of weeks, the journeymen can discuss

. " tH8ir roles (instructor, SuperviS%;%mjglgsipliﬁarian,' etc.), and "prain-
storm" a series of activities tha “make all their roles easier to

\ play. Individuals can "pilot" test the activities and report the results
at the next staff weeting. Successful activities.are then incorporated
into j@yrnéymen's prgba:aQion for new cases of -trainees.

A broader approach is for participants, administrators and journeymeh

. . to Reet weekly as a group and review the week's problems and accomplish-
menty, and discuss work projects and schedules. At these meetings,

* . partfcipants and staff can express concerns ag?ut rules and regulations,
traiing, and so on./. These meetings provideé staff with an on-going

opppftunity to better get to know the trainees and, therefore, to better
develop their teaching skills. .

Staff develophent should not be confined to early days but should be
an ongoing process. ,Such efforts are essential to a successful program as
are individual ‘meetings, scheduled and unscheduled, between a journeyma
and otler staff members N . A

: - o - . -
Assessment and Assignment N »

.

7
4

No matter how large or small the pool®of recruits that are attracted,’
the assessment process is particularly important. It.is of limited value
to hav oung wpeople enter Ahe program, only to drop out after a ifew
months;c 7¢ is ¢lso of limited value to enroll in %he program young people -
who Jfare eagep/to work but who simply cannot achieve the level of skills .
required in this.program. A high termination rate in the first months of
the program means a great deal of wasted effort. The best safeguard
against this is the assessment process ftself.. .

.
. . o S ¥
\ . \
,
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Assessment is the process- of detemmining the aptness of the progra;\
for the youngster and of the youngster for the program. This assessment
will be based not as much on a set of rigid criteria as oni the operators'
clearly-articulated program goals and judgements about the kinds, of young
people who can achieve them. The project makes stringent physical and
emotional demands on trainees. Trainees must have enthusiasm for a
long-term, rigorous training program, in general, and a real demonsirable
interest in construction or related training in particular. Trainges will
have to be in good physical condition, able to work long hours in coid and
hot weather, on ladders and scaffolds. They must be willing to follow
directions and observe schedules. )

. &

Experience Has shown that some youth are more likely than othgrs to
terminate . positively from this model. Generally, most positive ter-
minations were: ;

- eighteen and nineteen yeér olds; ' . QQ\
--  those with. a diploma or whogd!;e motivated to acquire a -GED;

--  those wHo’Had positively terminated from other CETA programs or
jobs; FY

.
--// those who participated in the model for 36-45 weeks, i.e.,
8 .t demonstrating cémmitment and maturity.
Experience has not shown a relationship between~pr70r experience in the
construction field and program services. Lack of prior experience should ™
not be considered a barrier. However, enrollees must evokey2 definite
- interest in construction work. T - ) ‘
Assessment cannot, of cbirse, be a foolproof process. Assessors may
assess impewrfectly, or unforeseen ‘developments may occur once the program ’
gets underway. We want also to emphasize that assessment is pot "creaming"
and that it has‘much value for both the enrollee and the proGram. As long
as assessment is not an exclusionary process in which, for..example, only
highly skilled applicants are selected and others in the target population
are not, it is valuable in determining early whether or not this program is
N the Aight one” for the applicant. ' o .
> . . s
. Before program operators can determine the suitability.of an applicant
for the program, the applicants must know what the -program is. Program
‘operators should make " a presentation about the program. They will expdain
the skills the enrollee will be expected to l€arn, the intensity of the
work, the number of hours, and the physical and~intellectual demands which
the. program will make. In addition, the program rules and regulations and
the rules and requirements governing admission to union apprenticeship
"programs, should be made clear to the applicants. During this stage of
assessment, program managers must involve the journeymen who will work on
the project. They are most able to explain the nature of the work in-
- vqlved,- and they will also contribute to -assessing the app]icapfs'
<" interests and potentials. . L T '

7
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There are a number of methods of ipforming prospective enrollees, most e

frequently neighborhood "open houses” ,or pamphlets and flyers. At open
houses, Tlarge numbers of applicants assemble with staff current trainees .
.and journeymen supervisors in informal "rap sessions. Genera11y there has
been considerable success in 5ersona1, verbal exchanges of information and

# questions; pamphlets can also describe the program but face-to-face

) interchanges better serve the needs of the app$1cants ‘and - the program

Small group interviews--three or four staff and Journeymen inter- '
viewing each applicant--have proven the most worthwhile in screenjng youth _,/»
* with a general interest in the program. Being careful not to overwhelm the
© applicant, the three or four interviewers can be” sure that their per-
spectives and impressions . “clear and, in some measure, shared:
Journeymen must participate in the interviews, since their perspectives as .
experienced tradesmen. and trades teachers are vital to the assessment of’ ¢.
prospect1ve tra1nees

N

« There are some genera1 rules that should be remembered: ‘ :

0 Do not expect an 1mpeccab1e work history ‘from 16- to 19-year—o]d )
youth,
: ' . .N ‘
0" Make clear that this is not a two- or ﬂthree‘month stop-gapt
program. Determine if the youngster is merely in transition--
waiting to go back tQ\school, planning to relocate, planning on
entering, military services, etc.--or if the youngster clearly ?
indicates a predisposition to a field of training outs1de con-_-
, struct1on . Y
P . T ! o
: 0 Emphas1ze program rules and regulations. Note an unusual
~ resistance to-the rules and regulations. We cannot overemphdsize
that the stringeng\ﬁfquirements of attendance and productivity
which characterize the model are, in our Jjudgment, critical
. ingredients in the success of any ser1oug trajning and employment e
. program, , .

» " The pendix contains a student selection sheet used in one of the t
VICI projdcts which both elicits information and helps to emphasize to the
app]1c&nt hat is expected. .

)

Orientation ‘ ) : o
—"_—. . . w

Proaect planners must carefully develop orientation procedures for the -
enrollee's early days. During orientation, the _enrollee will begin the
critical adjustment to training schedules, rules and regulations, spper-
visor/trainee relations, safety pr ct1ces, too]s, etc. In multi-trade
projects, the enrollee may, use this ime to exploré the trade areas open to
him or her and to choose one in which .to copcentrate his of her training.
Crew chiefs and administrative staff must agsure the enrollee that during
brientation, productivity will take a ided back seat to his ‘or her
comprehens1on of what 11e§ ahead during, tra1n1ng ’ . a ,

4 N o
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The orientation period will ‘be useful to project staff in determining
enrollees' basic skills and their remedial education needs. Enrollees'
knowledge g{ measurement, spacial Lre]ations, arithmetic, etc. cannot be
taken for granted "and, while the teaching of these “skills is not limited

\ just to the orientation period, it should begin early on. It is un-
~comfortable, -embarrassing and frustrating, for journeymen and enrollees
alike, when basic fundamentals of measurement are not understood.. We
emphasize that evaluating basic skills should not soreen enrollees out of
the program, but should instead be quickly lgoked into to determine what®
supplemental education arrangements must be made. -

-Orientation can be combined with or planned to supplement the
assessment process. If, for instance, at the end of a week's intensive.
orientation activities an applicant sees that he, in fact; does not belong

“in this project, or if sd¢aff see that, in fact, and enrollee 'is not.suited
to the trades offered, the Xime lost in a week.or two i% more than made up
for by the soundness of dn early choice made by the enrollee-and the
program. Enrollees who chodse not to enter the program clear tie way for a
more compatible enrollee. And they®have made an intekligent chpice based

. upon both the p#pject's and their own ambitions and cqpabi]ig}eg. Strong
v efforts should be made to refer the enrollee back into the CETA system or
to another appropriate job referra1‘.system to secure other employment.

Q - .

) A most practical orientation procedure and device is to have enrol lees
- build, in stages, a room-sized model, on which they practice carpentry,
masonry, glazing, roofing, plumbing. They can actually construct a home
heating/weatherization worksite which simulates the actual work  the
trainees would perférm in the field. N p

, The orientaﬂ%gn'of enrol lees to“projects already in opé€ration (i.e.,
enrollees who fill vacancies{arising from terminations or graduations), tcan .
be easier than orientation of the original enrollees. The most effective
way to conductjtﬁ§~orientation is to have the trainees visit the worksites
and observe other enrollees at ¢Mork. This hands-on *experience - and
observgtibn has had considerable effect in allowing enrollees to make
honest determinations of their aptitude for this program.* Those programs
that are just beginning, though, and which do not have an experienced crew
to- observe, should offer, dyring orientation, a mix of both di ctic
information and: hands-on experignce. A pure introductory classroom formdt
Qas not been successful, perhaps because it smacks too much of an academic
v\ environment which does not conjure up pleasant associations tdé most youth.

\ « Experience has been that a blend of lecture and demongtrations works best.

-,
v
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~Skills Progression

"Skills Pro@ression"--xhg systematic, advancéw through a series of

competency levels qf a particular trade, demonstrating prqoficiency at each
successive level--figures critically in the projects Youbh's commitments

. to remaining in the program, .improvement of their skills, their attitudes
) towards work--dl1]l are subjects.which have Occupie:kgbe minds of manpower
planners. Not surprisingly, experience in VICI has“demonstrated that a
progression of skills, rather than the simple repetition of tasks, will

have a more salutary effect on. the trainees' morale and on the.work being
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done. Studies of adult workers confiirm that a. Variety of tasks, feedback
» on accomplishments, new challenges, all contribute to making a healthy work
environment, However, to accomplish “this while maintaining production
. goa]s and 4tandards is no easy task. C [
~ - Journeymen, supervisors and administratqrs have to construct detailed
planse for teaching skXl1¥s within the context of normal productivity. For
example, a carpenter trainee should move from crude~carpentry work to more
sophisticated, detailed work as his.or her length of time in ‘the program
increases.
in the ‘hierarchy until “he qr she has mastered the skills he or she
currently works on.

Charted below is a skill progression for - carpehtry used in VICI.
Skills progressions for painting, plumbing, masonry, roofing and electrical
trades can be found in the Appendix. These progressions guide trainegs
from "Basic" through "Intermedfate" to "Advanced" task levels,

[ 4 . N
»

But the trainee cannot reasonably move to more complex skills.,

Carpentry Skills Progression

. “ v’
3 hd ’
( BASIC

Reading the rule.

Laying 16" O.C, for sole
ard too, plates.

Nailing end studs jn

4
INTERVEDIATE

Use and safety of
portahble circular saw
Cuttarg sole apd top
olac:}

Install backing and

.

ADVANCED

Reading blueprints
Snaoom; and chalk line

and setting sole plate
to }ine.

& | place. ozccmg ‘and setting
: Layout succesive gable partition intersections. let in bracing.
‘ / stxyx.;: § Cut install cats. Determire size of rough
Install fleor )o:.s* Frami¥y a rough door door opening
Dubling joists under . . ¢ Estimate and order m:é
heavy equigment Measuring and cutting - ation materials recur N
Install insulation jack studs Detemmine position “of )
' Nailing jack studs“in ridge board.
place. Layout for flcor )oxsts .

Use and safety of the

- circular say

1 Fabricate a union séwhcrse
- Cut saxple raftef *
Install rafters (plurd erd)
Install rafters (plate end)

Construct a rqugh stair

opening
Fabricdte and install
bent bracing . &
Sxte cdevelogneht
Fabricate and install
corcrete £Orms,
(Use and safety with a \
router .
Manufacture molditgs 2

rd

x]
The cooperatang‘un#ons or contractors'
help.. in estaklishing the skills pvogressions.

3

groups-shou[d be approached for

These groups have sub-

stantial resources on hand threugh their apprenticeship programs and’ they
should be able to assist with the development of-ski}ﬂs progressions and
assessment techniques. ) el ,j

s ’ ‘ ’
\\ Most sites in° the national demonstrat1on dea]t with assessment of
skills growth through a weekly participant evaluation.' In this process,

- the journeymen crew ‘chief noted the thrée most advanced tasks perfonned by

T, the%krarnee, réted them accord1ng to their status as basic, intermediate,

dvancéd, and a$sesséd the participant's performance on a five-stage
scale,ranging from poor to excellent

. \ ( > xcel . The asngEment was formaT?%qngp the
. . . ¢ © » ' R . « Co 4 '
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h weekly progress report. By this .procefs, prograﬁ staff were able to
effectively assess the growth of each paryicipant's skitls and to promote
or provide remedial skills training as appropriate.

~In orddr to .have effective skills progression, the worksites them-
selves must accomodate this growth. Planners and administrators t,
“therefore, exercise care in negotiating with the work-providing organi-
zation to ensure that the work to be done is not overly redundant in
nature.
gressions. At .first glance weatherizaton may appear- not to .offer good
skills progression, but properly structured, it incorporates the complex
tasks of boiler and radiator rejuvenation, masonry and foundation repgirs
and roofing into skills progressions, . in addition to the traditional
insulating, caulking and storm window installation tasks, and can develop a
thorough, professional skills progression. . ~ :

The hallmark of a youth training and employment project is the skills
progression and its juxtaposition with the worksite goals. Whatever method
is used, a well-designed system of skills' progressionenot only ensures a
more qualified youth graduate but also maintains .the interest-and pro-

_ductivity of the enrollee. .
Sii]] Training Emphasis ™~

-

Two schools ‘of thought may—~Rrevail “regarding ‘the assignment of

- enrollees to skills training areas. One school argues that enrollees

should be exposed to a variety of skills, since this is a work experience

program designed to acquaint the enrollee with the world of construction

and the variety of skills which will make him or her more employable. The

other school argues that, in the time the young person is enrolled in the
program, he or she wi

if he or she

q;]] have. the opportunity to become reasonably pro-
u

is given continuous

fidient in .a partic

ar skill only

exposure to that skill. The  preponderant opinion,- though, is that an
enrollee who has concentrated on one trade will have a greater chance of
employability and more continuity of work, and program managers will have
more manageable programs. No matter which approach I$s_ taken, program
planners and managers must decide prior to the launching of the program.
In thinking through this choice, the planner and manager should note ,the
following: :

y, 0

A

An enrollee must work for at least a prescribed, minimum period
of time at a particular trade. Primary reasons for this are two:
it will

First,

take period of time for a trainee to reach a

minimum level of competence in any trade.

Second, a young person

Carpentry and painting worksites are obvious for skills pro- .

-t

may, -as he or she becomes more proficient at and comfortable with °

a pafticu]ar -trade,

elect to .pursue a trade which he or she

-orig

%pa]ly may have discounted.

The consensus is tHat a two-

‘month minimum stay in a particular skill is best.

trainees change skill areas,” productivity degliﬁeé.g That is, as
a'new crew begins, to'work or as, 6 new members join a crew, they
¢ Will produce Jess than the more

b v
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efperienced members.” This means, .

Program managers$ and supervisors oftén raise thé issue that, w@bn,,

.
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in turn, that the journeymen ¢rew chiefs have to take time to
instruct new members while leaving other members of the crew to
continue their work. This has not always been a .problem since
many trainees are able, after a few months, to function rela-
tively independently. It does mean, however, that Journeymen
must plan ‘projects, before new members join a work crew, which
will allow for independent work, since new trainees will-occupy
much of the _journeymen's time as they start their new skill,
leaving the more experienced members relatively unsupervised.

. J - : ‘
One method, used with' considerable success, is to have an enrollee new
to the skill work at the outset with a more experienced enrollee; or a

particularly competent trainee can take gver the crew while the journeyman

works with the new enrollees. Still afbther approach is to have a conplete
changeover of crews. A crew can move en masse to another skillt This, of

‘course, does not solve the problem of decline in productivity, but
. logistics are easier, since a new crew would start approximately the same

way that the previous crew had begun. The problem here is that the work

_itself may require greater complexity of skill, since the previous crew may

have finished the beginning step and gone to mQre complicated procedures.

N
N

-

Wage Progression

An essential feature of the model is a'wage proéression or salary

. increase system for its participants. The wage progression system was

developed to duplicate practices used by employers in the trades occupa-
tions, to reward participants for good work habits and skills mastery; and
to provide incentives for ‘quality work. In essence, wage infentives were
seen as a way of.orienting participants to the real "wo¥1d of work."

The progression® begins at an entry-level wage, established by the
program ‘operators, aml moves upward in steps, each increase justified by
good work performance, skills assimilation and fenure in the program.
Programs may vary as to the number of raises; the New Haven VICI .par-
ticTpants started at the federal minimum Wege, and were eligible to receive
increases in salary of 15 centsr an hour at regular intervals. New Haven
granted increases based upon minimum criteria of ten to .twelve weeks at the
previous pay level, a 95 percent attendance record, and a rating of
satisfactory or better for work habits, performances and skill development.
The system was developed with the assistance of .the Carpenters' Joint
Apprenticeship Committee's Coordinator and closely resembled the Appren-
ticeship Program's wage scale system. The decision to award a wage
increase was ndt left to the crew chief; the*$job coach and program director
had final sign-off. : T

The wagg progression system has proven to be a valuable .learning
instrument far participan¢s. In New Haven, approximately 40 percent of the
participants eligible for the first wage increase were denied .these raises.
When ‘a- participant was determined’ jneligible for an increase, a meeting
with the job coach -was scheduled. The Jjoh/ coach reviewed with the
participant thé reasons why a wage increase 'was not approved. -Sub-
sequently, the job coach &nd participant determined a course Of corrective

action which woutd make the-participant eligible. for the next wage in-

Ce, 83 A




,o0
\ - N ¢ -

°

“crease. The-result was that most participants worked harder to dyg&ify for &

an ipcrease at the next review date. Awarding increases based upon
perfdrmance andiattendance rather than only longevity proved valuable for
developing a realistic work atmosphere for participants.

Al

- Job Development and P]écement L | o ‘o

Project managers must establish at the outset firm objectives in
obtaining job. placements for graduates. The relationships which foster
substantial placements requike thought, nurturing, and aggressive dttention
early on in the program. There are many means to the end of high place-
ments. . .

A\] ‘ R

Some VICI projects hired placement c¢oordinators to serve on staff.
Others elected to tie into the standard placement procedures existing
within the prime sponsor stracture. No matterywhat _choice is made, it is
vitally important that the contacts with the un¥en, construction companies
and private and public.employers be developed early on. The ddvisory board
can. play a critical role in establishing and maintaining these contacts.
Placement relies heavily, too, on the informal but critical network that
exists between journeymen and their own unions. Journeymen have knowledge

“of “and access to job openings, in their particular trades. Some VICI

programs established placement quotas for each journeyman. The journeymen
themselves had a responsibility to see that a certain number of their
creyzﬁwhom they have deemgd qualified--obtained p]acemeig.

The more formal placement network involves agreements between unions
and the program regarding apprenticeship placements. Part of the ijgerest
in hiring journeymen instructors relies on' access to apprem":ship
positions for qualifikd?graduates. It is essential, then, tha® thgse
agreements be cultivated throughout the project. Active invo]vementi?f
unions in the program's operations will further this. The route frequently
taken to this is the advisory board, wWhere the union is represented. This

might, involve more than one unton’ or, it might involve a central labor-

council op coordinating agency of the labor movement in a particular
locality. , s

Unionsdare concerned about the.obligatign to accept youngsters into
apprenticeship programs without any real un{Pn input into the type of

training that these youngsters have received. It has. been our experience:

that the unipns involved in the design of-the training turri®ulum, and with
some say on the advisory council, are, when placement becomes an:issue,
much ‘more 1likely to cooperate than to resist. Involving thé unions»cannot
mean sending an occasional reporti Instead, it requires that members of
the union -obsgfve trainees at work; that there be formal presentations made
o union members throughout the project; that members have opportunities to

observe the high quality of the work being done; that {ncentives in the °

form of certificates or awards be made to those unions accepting the most
trainees--in short, that unions become partnepS in the ‘project. -

[ . ot
An energetic placemgnt campaign can “win ’itionalﬁ_placements“in
unions not directly involved with the project. In the Milwaukee VICI

demonétration,g'for instance, only the carpenters' and painter$d uhions

A
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part1c1pated d1rect1y in the proJect, but” VICI graduateé were offered
apprenticeships in|the glazers', spr1nk1er fitters', drafting, Taborers s

electricians® and |railWay carpenters' unions. The Appendix contains a
sample of a ]'i'ter sentTy MiTwaukee's VICI. project to local.employers.

g In any case, 'placement cannot remain untouched until the end of the
program; it ‘must be' emphasized early in operations. ‘It is extremely
hazardous, in .fact; to devote energy to placement only at the end of the

-~ &gprogram, for a Var1ety of reasons. Enrollees are ready at different times
for placement. Some trainees hdve acquired construction-related union jobs
after as few as four months of training. While this is not the usual case,
it should be noted that an enrg)lee with talent and proficiency in a N
particular skill can make very, rapid p ress and ‘may be job-ready earlier
than one would expect in a tr{‘/gonal #9ob -training program. It does not”

"

' take the same predictable, «finjte<period of time for every enrollee to
- finish the training course b market opportun1t1es, seasonal issues,
annual apprenticeship openings in a union, building booms, availability of
mortgage money, funds available for m1nor1ty hiring, pressures for minority
hiring--al1l these will affect placement ,of trainees. Unions often open
apprenticeship programs only once a %lear‘, and then only for a few weeks. .
Placement planners should consider this in develgping opportunities for/~...__'.
trainees: Temporary openings may have to be developed to tide traineés

———— ——

throug to the union acceptance per1od N . e

We recommend that the program staff include a placement specialist.

However, if this is not possible dire to budgetar or other constraints, and

if it is necessary to use the traditional sprimeNsponsor placement network,

. then it is even more essential that ,the placement apparatus for enroHees
- . be established early in the program., And we remind operators that evem the
} strongest placement plans and the most active staff wmay experience .

‘ d1ff1cu1t1es when locdl econemic conditions are bad. (

I
s, A .»’
e
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A -successful placement effort is %}true 1nd1catoxc of, a program 5
¢ training ability.” In a multi-linked ~program such as this one,.which #

employs skilled, experienced craftsmens whether -union %of. non-union, (2
apprentice p1acements should be one of the goals. Before ‘planning its j
2
X

Apprenticeship ACertification

placement strategy, the prime sponsor or delegate management agency should
understand- the apprenticeship system,,.,

‘-o‘_“-‘

" The apprent1cesh1p system is governed by genera1 rules and fregula-;
tions, as are most public sector systems. Apprenticeship standards are set}

L by the Bureau of Apprenticeship and Training (BAT), an agency withip thet
Department of Labor. BAT has the author1ty to determine the temms of.
apprenticeship, qualifications, methods supervision, work’ fraininy

" schedules and other policies having to cfo‘mth developing the apprentice |
into a full-fledded journeyman. BAT's authority extends to all apprenticg
programs, whether construction or non-construction, union or non-union.
Qnce an apprenticeship pragram is develo and implemented, BAT has the ',

~ - respons1b111ty to monitor the emp]oyer or unidk to ensure that the employer .,
or union and apprent1ce are obeying BAT rules. BAT also monitefs the.
apprenticeship's affirmative action and equal employment components. N




™~

\\ Should BAT find an employer or union not in full compliance with BAT-or
other federal regulations, it will assist the group in its efforts to
_,_44__hh4u,§baachieve compliance. BAT cannot approve or_suspend apprent1cesh1p programs, -
. " - This power 1is held by the Apprenticeship and Training Council of each
state.

.

The specif1cs of apprenticeship are determined on the local 1level.

Each individual employer or union sets jts apprenticeship requirements,
within the bounds established by BAT. Information about union apprentice-
ship requirements is easily available. It can be secured from the union,
BAT, state employment offices and ‘some community-based agencies. The®
states Apprenticeship Information Centers accumulate and disseminate
information about apprenticeship openimg?, whether the openings are umion
or non-union, N N

. Prime sponsors and project managers should familiarize themselves with
the unions and their requirements. Questions.about entry requirements,
entry duties, wages and dués must-be answered. The following is general
1nformat1on about apprenticeship:

.1. Most unions require proof of a high school or genera] equivalency
* diploma.

Transcr1pts are required. Find out if the unions requf?e par-
ticular’ courses such .as a]gebra, geometry and/or chemistry.

Apprent1ce applicants must be 18 25 years of age Birth cefrtifi- *
“cates must be provided.

3

Véterans mus t provide a copy of ~their DD214 Form which provides -

information _about' their’'service record and discharge.

The applicant may be’ requ1red to pass a general apt1tude and/ or
oral exam1nat1on

. A 11ca t_pass a physi€al examination. .
S B
. pplYication dates et by the union, usually onc€ a year It
* s quite possible -that app11cat1ons may not be accepted, dur1ng a
part1cu1ar year. ¢ .
né}way to ass1st‘Jn p]acemen% anp 1n\some cases to aid in entry, 1n§o
rent1cesh1p is. to weertify time~ spent 1néthe project, the skills’ learned”
and the- prof1t1ency'hﬁ quired *duwiy training. The method of- determining
whether jor not the skilT Has Been, learned, and of determining which skills”
mer1t~cerEﬁf1cat1on,aw111 Vary fhom site to site and program °"to program.
But sdme recogn‘itw ?zof' the tra’hnng 3s* recommended for . trainees- Who
i .succe§Sfu11y .compiete fhe. progrdm.f The greater the consistency -of the
project's: internal skills’ pxo ression” 1g{orma%rpn .system WJtH‘that used in
the apprent1ceshxp sysggm,uthe ‘mere 11 e}y it. will be useﬁhl and u§§d“’v '
N P , ,ps,g. “’-’)/ %,
A certvﬁddté might, far exap é}‘e\,. 115’6 the . skﬂ.]s ]edfrned ‘ands theg g2
requirements met *to haves obtained. Such: éh credent:é! At the héast the
certification shou]d be¢recogn1t1on from e un on tﬁﬁﬁg a yog; tra1nee*has
. 3 X
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$c0d\p1eted a- prescribed course. lfe reconmend that each city work ‘out its
| own certification program, soliciting the cqeperat1on of industry and labor
.in _establishing- certification criteria, minimum attendance and quality of
“work. Receipt of (this certificate could “depend- on results of —a~com-
petency-based test apd/or the recommeondatwn ofv the journeymen sipervisor.
) ‘ ] ~A < N
»No matter how t 'recogmtion is given, however, it can have con-
siderable impact on the,graduate's success. It can signal to an employer .-
that reputable people h&ve certified the, trainee's capability and s ills*
proficiency. It can also™have a subst\ant1a1 personal 1mpact on “the -

trainee, who leaves the program with documentatwn of his ov' ,her ach1eve- st
ments:. ; ; .
4 k4 l
’ o' . * - . <3 ’)
Support Services . . AR [ .

» ' .. N N -

. The VIGI model "deliberately budgeted few- deTlars™ for ancillary
activities such as ¢ounseling, health, education, legal, afd placement and
follow-up services. Those who des1gned the demonstration felt that the °
work ekperience element of VICI ¢howld be emphasized, while dependitig oms
links with other organizations to obtain ancillary:Services. Because of
" the part1c1paﬂts eeds, however,there 1is no quest1on w;hat arrangements
st be made  to provide these dervices.

I SR , - o T - .
o . New Haverr and other VIGI® programs met this need by hiring job coaches. “_\:ﬁ
“, ' -The primary responsibility of the -job coach was to assist each individual: .

to .obtain hfs progr‘am obJectwe\\aTo this end, ,the, job coagh reviewed -
weekly participant™progress’ forms Qd 1nst1tﬂted corrective action when

necessaer instance, if a part1c1pant was, having attendance ;irob]ems, < s
the job Ch wquld meet Wwith the pé’?“ﬁmpant and. the pragram d1rector L
. Thispquick assessment and remedy apprgach- was successful ;in retainipg a :

-.-U . ngmber of youth who, not given 1mmedr|ate -attention, weuld otherwise have .
1eft or beén dismissed from" the program. 'The trew chief could: concent‘ra%e‘ o
3 his efforts oh training ‘and " production, while the ,]Ob coac t?nded to ~1n- A
; d1v1dua1” parttc1pant neer < N L g :“1-5,1‘“ AR 8
L e‘z, . . ]

. 5 Jop* coach’és a}so had the r‘espons1b1h%ﬁ “to arrange for supp]en;ent*aL"“
education. ﬁor prﬁgram traw * For_‘exam 1eb, 'qvgo e@Q@]ﬁ antwbarmers“‘to >
' placement 1n y an appreg n}gmp prqgra encoUntered,;a g]] sitgs were
“-the participa ' “Tackipf High schoo]‘dﬁp] ma's and drjyversgy Ticenses. »VICI' . '"..
joéb coaches ré 1ns’trumé' &1 -ip enro]hng"‘youth in GED.trdining programs, ¥
adult education. ”\’courses““ nd idriver tra1mng,,»/1n order to *sSist par- i
Nt t1c1pants ;{n obta1mng their d1p10mas and/or drivers' licenses befbre VICI -
s, graduat:qn Ip “NeW Haven. ‘the #ob, coaches also’enrolled individuals in
1,7 cdurses conducted by. the New Haven Recrumment and Training Program, while
Lt . in Milwaukee tifey enroHed youth in Big Step, a union-supported non-profit
.orgamzat]on providing’ tutomng to .minority and -femate applicants for-
apgrenhcesnn the lecal construction trades. These, courses prepared them
. for apprent1cesh1p entrance tepts. k

o
PN Sy
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. , Lastly, the job coaches played a most 1mportant role (r’l p]acement In -
’ - " New. Haven, eight weeks before a VICI participant was.to graduate from ‘the
a program he or "she was schequed for’ "job 'search" sessions with "the job .
, qoach During these sessions, scheduled onBg~a week for approximately |
three weeks, the participant was tralned ib fﬂhng out apphcatwns,

. ‘ o . U
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N preparing a gesume, 'and. sharpening interview skills, appearance and _job
search skills. Each job coach also developed lists.of potential placements
for his participants. Sometimes coaches used:unusual means to secure such
placements. At one site, for instance, a job coach passed a construction
site and stopped to inquire about job openings. This unplanned step led to
a placement and served a$ an_excellent examplée of job-hunting for the
participants. A numbér of ‘participants subsequently used this method to
secure jobs for themselves and fellow workers. '

The job coaches also referred trainees to the other ancillary service
agences such as housing or legal aid. Toward this end they were respon- .
sible for developing and maintaining contact with provider§ of these
. services, and for referring and following-up participants as necessary.
. One of the more pleasant ironies of the VICI search for ‘alternate

sources of support services, ip the fact of Tow budget allocations, was the

discovery that crew chiefs were, in many cases, excellent counselors and

job coaches.. At every one of the eight VICI sSites, journeymen took very

active roles in. advising® trainees on persenal and professional matters,
~always to the enhancement of the program.

Participant Personnel Policies .

While participant personnel po]icieg\may be subject to governance by

‘ the delegate agency or the prime, program operators should at Tleast-

incorporate the local construction trades' policies, if not use them as a *
model -in order to make the work ‘experience as valid as possible. By
adopting rules, regulations and responsibilities that reflect closely the
practices which govern employees in the trades, participants are better
able to assimilaté themselves into actual work situations.

’ ﬁart%cipant personnel policies should include the following:

Working Hogrs

Work hours should be clearly specified, including breaks and
tunch hours. *

Attendance

.. The program places special emphasis on developing good attendance
f//ﬁg& habits. Participants -are provided with instructions on whom to
. call if they are going to be absent for health or personal
reasons. They are given the telephone number of their foreman or
crew chief to.contact him regarding an absence. Penalities for

- non-observance are clearly spelled out. & - A

\

Punctuality -

Spell out the policy regarding reporting to work on time and
reporting back from break and lunch at the required time.
Clearly state penalties for lateness. Note that positive reward
or recognition -is also useful to develop good attendance and

3
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punctuality. The wage dncrease is based partly upon par-
ticipants' maintaining good attendance. . At one demonstration
site, crews selected a participant of the month, in which
attendance was an important factor. A photo of the. participant
of the month was placed on the bulletin” board and he or she was
presented with a tool in recognition of this honor.

Medical and/or Other Appointments ‘

- The policy regarding appointments should strongly encourage that
appointments be scheduled after the work day ends. If this
cannot be done, participants are requ1red to inform the proper
staff‘person in advance.

N~

-~ e

,Suspénﬁ/;n and Termination . -

Each city in the national VICI demonstration- became stricter in
the .control and application of personnel policies as the program
progressed‘ In many instances, CETA youth programs were
initially seen as "last chance" training for most participants.
While this outlook was adopted with the best of intentions, it
rarely worked. Each VICI program rea11zed early in its operation
.that a policy of suspension and dismissal was not only necessary
) for the production aspect of the pragram, K but represented an
“ jmportant learning experience to all participants. .Youth who see
their fellow trainees dismissed for absenteeism, tardiness,
smoking marijuana, or stealing, are Jess likely to commit such
acts; youth suspended for breaking-rules must examine théeir own
priorities. In fact, some youth who were dismissed from VICI
returned to seek advice concerning employment. Clearly state all "’
suspension and dismissal grounds and appeals procedures.

Participant Benefits . . \

i

Participants should be made aware of the benefits to which they
are entitled. In mogt CETA programs, each crew member is
ent1t1ed to sick days and paid holidays. These two pract1ces do

, however, reflect trade .occupation practices. Workers in the
construct1on trades are rarely paid for days m1ssed due to 11~
ness or holiday. Staff and crew chiefs should’ pay particular
attention top informing the participants of this d1screpancy )
They should also stress the importance of building up "sick time"
in the event.of future injury or illness keeping them out of work
for any length of time. They should also provide 1nstruct1on on ’
‘health benefits, fringe benefits, and taxes.

Job Rights and Grievance Procedures C

The personnel policies for pant1c1pants sho/1d include an outline
of their rights to equal and fair. employment opportunitjes and
safe working conditions. ' They should receive, and review. a
detailed ‘grievance procedure, governing omp1a1nts concerning
discriminatory practices and unsafe working conditions. Program

planners may actually adopt the rules and regulations of the -
| | E \\\\e
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apprenticeship program of the union cooperating with the project.
: . By tying into an existing system of apprenticeship $andards,
,considerable credibility is established with the unions and with
the enrollee as to the requirements and demands of the program.

In a]],‘the participant -personnel poficies enacted at the eight VICI
sites ‘share these common eJements. In the Appendix, we have included 'a
sample set of participant policies. .

3

The Special Problems of Women -

Program planners and operators’ from both the human resource "and the
constructién worlds should be aware of the affirmative actibn mandates and
guidelines which govern employment and hiring practices, training programs,
federally-funded building and <onstruction projects, and so forth. They
will know, too, that growing numbers of women now pursue careers in trades
formerly, the exclusive domains of men. Those planning a training/
employment project should determine what the local unions' affirmative
action guidelines are, what prospects these may.present for prospective
program graduates, and how to correlate these guidelines with plans for the

“training programs. OYP-DOL set the minimum female VICI enrollment
requirement at-20 pertent."\

A

Buf those managing~ the, program must. recognize, too, ?that neither

federal mandates nor the determmination of female trainees.to succeed can

alone overcome the barriers in unconventional careers. The staff will have

. to werk to overcome resistance--on part of administrators} journeymen and
male and female trainees--to women's participation. . “ _

In VICI, some journeymen believed women just were not cut out to meet.

the stringent physical demands of a construction job. Others said that the

_young men in training such as this did not know how to treat 'women as

colleagues and co-workers. ,Their teasing lead to disputes om the worksite

and sometimes to a supervisor's decidion that it was simply easier.to

dismiss ‘the girls than try to_ raise everyone else's consciouspess,

especially when 'working against tight production deadlines. Finally, the

women themselves said that their determination to succeed and their own
belief in the principles of affirmative action had, in some sites, to be
remarkably strong to .clear the hurdles placed fin their way by male

supervisors and ‘trainees. ,
. < . ‘

Of codrse, not all journeymen and trainees shared the view that women -

cannot becomg good construction workers. One journeyman in VICI noted
,that, "I have nine girls on my crews and every damn one of them is good."
Another asserted that the young women on his crew could 1ift "anything the
boys can 1ift." Where the supervisors were observed-to be helpful, with a
genuine commitment to and interest in all their trainees,* the young women
in VICI attained substantial -success in training and employment.

Thus, the key to women's success .1ies beyond the trainee's own
determination to "buck the odds." Mostly, it lies in the journeymen's
. attitudes. If. a young women discerns that the journeymen supervisors

. believe she cannot handle tge.job and that they have no. interest in, her




) a

. learning to do anything other than count-'tools ‘and keep trainees'

attendance records, then she is bound to fail. No matter how strongly she

intends .to make it, the odds are adainst her in a project where her

. instructors do not want her to make 1%al\FUr§her, whatever tendencies her

male counterparts have to negatively view her participation will be
reinforced by negat1ve attitudes on the part of the finstructors. .

The successful inclusion of. womeh in the ‘project, then, requires-some
carefil planning and execution. The recruiters must enlist young women whq
evince a strong interest in the construct1on trades and a willingness to go
through r1gorous and demanding training. This may entail incorporating in
the project's recruitment program efforts aimed specifically at en11st1ng
young women. ‘Recruiters will want to contact organ1zat1ons such as, YWCA's,

« the Girl Scouts, local women's groups, women's health centers, g1r1 s high’
' schools, etc. Planners should also seek out any women in the municipa]ﬁty
- who are involved in building and construction* and enlist their aid in

o recruiting women. -

Once the progiam s female enrollmedt minimum is set, and in order that
those women who enroll have as successful an exper1ence as possible, we
' recommend the following steps be taken.

0 ‘Insofar as poss1b1e, hire crew chﬂefs who have demonstrated a
commitment to affirmative action and a talent for working in a
non-traditional setting.

J

. 0 Include among .other administrative staff at least one person who
will advocate for the young women trainees. . "

t

x 0 Include affirmative action orientation in ‘the in-service training

: provided for crew chiefs (and for counselors, job coaches, etc.).
Be sure that all staff,. particularly those who, will have direct
contact with ‘trainees, understand that the project has a
commitment to training and.placing young women in the trades.

o Contact local women's groups for assistance in setting up an

N ] orien:;;ion program for staff, and ~a similar program for
. trainegs They may be - able to provide speakers, ~printed
' ’ materials, or at least guidance.

2 .

>

0 At the worksite, instructors must apply to female ‘trainees' work
. the same standards they apply to work done by male trainees. It
4 does women no favor to expect less or to accept less. Even.the

strongest-willed, most committed young women may lack some of the
pre-conditioning and basic skills that some young men may bring
to the project. .Instructors must, therefore; be- prepared to
_ spend extra time -to teach young.women basic skills they may.lack.

' 0 Crew chiefs and.ma]e tra1nees must avoid do1ng work for fema]e .
trainees. Instances of “teasing, baiting or “sexual harassment
should be tolerated no more than any insubordination trainees may

. display toward their. supervisors. '

- ’
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0 It may help, especially as women arebeing or1ented to the\model

and developing familiarity, to have women trainées work in
ag first. .

These steps can make a difference.‘7where women did well in VICI,_ they
did remarkably well. In Milwaukee, the first two VICI trainees plated¥in

] apprent1cesh1ps were women, placed into the electricians' and carpenters’

- unions. Women were the first trainees indentured in Newark and Atlanta, as
well. And they ach1eved substantial placements in non-union construct1on—
Yelated jobs. The ‘attitude of the craftsmen instructors is crucial, and
program planners and managers should take firm steps to assure that the,
progect s affirmative action goals are met.

4
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+ . CHAPTER VI: SOME COMMON QUESTIONS--AND ANSWERS

! "From: VICI's inceptioh throughout its operating life, CETA prime
_sponsors, union representatives, municipal authorities and others asked
numerous questions which we anticipate the reader may a]oﬂ\have about a
multi-Tlinked, conStruo11on tra1n1ng and emp]oyment project: .
Q. How can I justify spend1ng a good part of,my CETA budget on a i
. program¢such as this? } e o,/
. \ . \ _- /
A.- The unusually high placement rate, the <ommunity improvements
that are visible and concrete, and the lasting links made with
~-. unions and private sector gontractors should more tha offset the
’ A : expense of th1s program. v -
Q. - You recommend wage progress1on--1sn t this expens1ve? <
A. The actual dollar cost Of ‘wage progression iy re]at1ve1y small. .
AndVthe practice reinforces the real-worldf{concept of reward for Y
¢ " good work and satisfactory attendance and punctuality.

Q. Do I really have to have a one-to-six crew chief-to-trainee -
ratio? : . -
A. Much of the -success of this program derives from the low ~
supervisory ratio. While in some instances’ one Gould argue for
seven or eight' enrollees per crew chief, we shmﬁ%?point out that
many unions involved in the early p1ann1ng of VICI simply would
not approve an avera§e crew size 1arger than six for such !
v . . superv1s1on '

Q. - You mention union, "11nks" a lot--how important- are they? '

.  A. -If unions fre a, vital force in your community, their involvemeni\
is essential. They have both the technical expertise :to
supervise and a broad range of contacts to provide for placement A
oppoertunities. Jheir inclusion ‘in the eight VICI demonstration
« projects proved to ‘be of critical importance.

. . . T »
Q. ~ What if there are few or even no unions in my area?

A. If this is.the case; then construction associations,. contractors,
or any organization that has technical knowledge of construction
and access to -the jobmarket should be utilized. In other words,
it need not be a union, byt it should embrace some of the
characteristics of an organization involved in construction
related activities. °

Q. You mention work pro‘iders--how_oo they fit-in? -

A. Imr every nmn1c1pa11ty there .is some form of construct1on done
under the aegis of a particular public agency. Combining these

¢y
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agencies' resources with CETA resources has proved mufually
/ beneficial. This mutual benefit, of course, has .to be explored
, and developed. 7

Q. * What other things are importan% about a work provider?

A. .. The work prov1der should have a solid inventory of projects that
‘will result in tangible physical improvements and enable tra1nees
A to secure marketable skills.

Q“‘\ Cou]d yop g1ve me an examp]e of ‘a work provider that might not
fit? L. )

L

A. Sure. A municipa1~parking authority might need people to park

cars, but .this might not provide for job opportuniies once' the

—-youngsters are finished with the project, and would not result in
¢ tangible commun1ty improvements .

1

\ o Q. \\yhat other th1ngs should 1 1ook/out “for w1th woji providers?

“A. . You should.make sure that their owﬁ 1nterna1 regu]at1ons do not
pre¢lude the use of CETA paid personnel and that there is)a
long-efiough period of time of training for meaningful skills ‘to.
be 1earned

« Q. VYou emphasize the educational 11nk--what is the 1mportance of ,
that? .

/ “A. There is more than one value of this. First, tra1nees must have
) GEDS for entrance into ayprent1cesh1p programs.. “Second, read1ng
] a _ry]er, do1ng math computations. and fo]]ow1ng written in-
> » structions are" important in the traini process. This makes
: educat1on a vital part of -the project. ‘ e
Q. How do I get educational institutions to cooperate with this
¢ ' program? :

A. One approach is to exchange phys1ca} rehabilitation of educa--
tional institutions for teachers' time. Anothef -approach:that
has been explored is to enroll vocational schqdl graduates and

. dropouts in the _training program in exchange for educational
“N services provided by the vocational school.

&

Q. Wha%\about drivers' ed? Is this important?- .

A. We' found this to be quite significant, especially in, areis_
without good public transportation. Employers' frequently demard
that an employee have his own transportation at hand. .
. 'Q. You -emphasize recruitment and selection-chaw do we open the
* program to the community, avoid “creaming" an@ still get
qualified applicants? fo .

y .
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,feeling that this is work done by the trainees. '

—

L) \’

Do hot look for applicants with prior experience. Look for those °

withy a willingness tor do very difficult work under sometimes
trying conditions. - One apprioach that was followed successfully
in recruiting is a two-week, non-paid orientation and assessment,

where enrollees can determine if-this is the type. of work they -

really wish to do. Another avenue taken was to have applicants
visit worksites and obskrve the work taking place. The most
important thing is that the-applicant. know early-on the demands
and benefits of this program. o :

" In. choosing a local management agency to run this program, what
-should we look for? )

B Y * \.

Ideally, prior construction-related experience should be a C
criterion. However, since mapy local agencies do not have this-

experience, it is important that it be a well-run, closely

supervised ordanizatign that can handle the negds and responsi-
bilities of a consyruction-related program. -

What if the prime sponsor itself runs tte program?

The same criteria apply. This has to be a tightly-managed

-progranm. Professional constructiofr worky smooth flow of

materials and supplies, a payroll system that results in prompt
payment .of trainees as well as staff, ‘and a willingness of the
prime sponsor to commit the ,necessary resources--all are

essenti’l.
{

Who should be involved in the selection of applicants to the
program? _ ) . '

After many .different approachés, the one that proved most
satisfactory in VICI was to involve the crew chiefs in this
prqces% They could most effectively handgle’the questions about
the work, and they had a keen eye for the type of person who

' would function well &n this type of environment. Agency staff.

should also participate to see that a "creaming" process does not
take, place.”,

I g ¢

Do you think the Advisory Board is worth the trouble?

- \
Most ' definitely. The inclujion of union officjals, work
providers, government official -enrollees and ‘staff on an
advisory boarj\gyts through a great deal of red tape, helps
establish policies and, ¥n many cases, -opens doors for placements
that might not exist if not for this body. '

v

When d6 you hire subcontractors?

Subcontractors are hired when the type of work to b;7done is so
technical that i} is unrealistic to expect your-crews to handle
it. It should be noted that this should :be for a Timited period
of time, since it would be expensive and counterproductive to the

/

»
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who determines the eligibility of: property or persons for some of
the services that we wou]d provide?

Ideally, the work prOV1der is responsible for hand11ng the
eligibility process. For example, 1fzyour work is mostly with a
commun1ty development agency that .is doing rehabilitation of
low-income homes, it is likely that the agency sets and maintains
its own eligibility standards. - .

. 4

Is there ever a prob]em with this? , ) o .

There can be, if the work provider refers “to the project pro-
perties® which are technically eligible but which provide for
limited ‘training opportunities. For . example, a community
developpent agency might ‘need demoT1t1on done on 50 buildings, .
but demolition will not really provide enrolLees_w1tb.su£f1cxent

R

marketab]e skillg, -

The manual speaks of the "participant progress form"--1sn t this
just more paperwork? J

This form gives an opportuniity for journeymen and yodngsters to
review each week the progréss that has or has not been made. It

. also gives the manager of the program an opportunity to see how

.on ‘target the total construction process is relative to
projections.. It prov1des the basis for subsequent cert1f1cat1on
of successfu] completion. e .

Nhat about enro]]ee attendance7 How important is it?
¢

'If/you are planning on tra1n1ng enrollees for the real world of

work, anyth1ng short of rigorous attendance policies would be a
disservice, since* onCe trainees get construction or other jobs,
they will find smallf tolerance for erratic attendance

Do str1ngent program requ1rements‘resu1t in a lot of turnover?

Yes, early in the program people will drop out. However, once
the message is out that enrollees will be terminated for poor

" attendance, you will find.that you have a more_serious coterie of

enrellees for the remainder of the program

‘What about women in VICI? Isn' t 1t hard for women to do this
type of work? o
Not nearly as hard as, chang1ng the attitudes of people who think
women can't do this type of work. The VICI experience indicates
that it is difficult to attract .women and, in some cases,
d1ff1cu1t1e£ arise in the way they are treated. -However, VICI'

data do show that women have participated very successfully in
construction-related programs and can handle th& physical demands
of the jdb. , .
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Q.

A.

L
How do - you conduct orientation of youngsters aside from

.explaining what they have to do?

Some sites actually built a model that gave trainees a small-
scale opportunity to learn what they would do on a much larger
scale, in ‘\people's homes. This was  the approach on the
weatherization project in the South Bronx, for example. Also,

. allowing enrollees to observe work crews and to <visit con-

Y

~

struction sites proved helpful. ° 2
Exactly what dis skills progregsion? Why is it important?
Skills progression is the order]y'ﬁermeﬁt from work a;signments

requiring and impacting one level of skills to andther.. It is
important to see that the trainees develop increased skills and

-do-not-necessarily-stay-at-onelevel,

What about skill assignments? Should a trainee get a variety of.

skills or stick with one?

There"are two schoots of thought on this question. Some argue
that a variety gives a trainee a‘better opportunity for place-
ment, making him or her more versatile;" others argue that an
extensive Rnowledge of a particular skill will make the enrdllee
more ‘ employable. The majority of sites in VICI chose the

single-skills approach; howEVEr;—in those sites where more than.

one skill was taught, .the placement records were equally
impressive. :

i

.What about placement--isn't-this hard?

Yes, placement is always hard. But remember that it should start
early; it should try to coincide with unions' apprenticeship
openings; and it should avail itself of the informal network of
crew chief, trade association, local union hiring hall, etc.

What about certification--how importanf* is that?
Very impoﬁtant. Not only is the certificate itself of value to.a
trainee when looking for a job, but it also_establishes,  in

accordance with industry, labor and government §§andards, what
actually constitutes the attainment of a particular skill. )

. |

.
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;o . . - APPENDIX A i
- N F M . .
. o .
. ) VENTURES ¢N COMMUNITY IMPROVEMENT ' . .
' Lo T MATERIALS & EQUIPMENT COST FORM ,
1. City 2. Program No. ....... Yevaod S l
. ’ ‘. .
- . Job Mo. ....... I .o
R T
.0 ~N . o
. __ L. Date Mork Begun ..... evsennenrneeessresseass Moo [T ) Day| | | Yr
. 5. Date Work Completed ........ peeeraeaeoas e Mo | [ ] pay | [ 1 vr D: N
P ~ ' IS
6. How many days of youth labor were used to comp.lete“ PR ’ </
this job {(multiply number of youths who worked on’ . .
, the job by number of Work days) ...oveeveiirnneoronnnaceneocennones [___E:] .
. R
' 7. How manylda)-'s of crew chief work were used to com |
) plete this job? .......... [ 4t teabeeeeeaete et DE
v .
8, How much was the cost of materials used on this ¢
. job? (include both purchased and donated mate-
Fials) ceveeenonoonnsons B R C L1111
9. How much was the cost of equipment and! contracted o . : . .
services on this jQb? .l........iiinn. o PP 1 o
_ «- 10. Record any other 'ol*-co,sts not included in items ) ' ~ , ’
8 and 9. ........ i ................. cereeneaaaas e ereeaas e eeeees FCT 1T 1T 11
. . 1 -~ .
Ve . . d -
11: Persqn Completing.Form . - > !
-t Signature Title
1 ' B
12. Date fo teted . XL, e etrereenennenns Mo. Da Y.
N N -
* » .a
> ( . ) s >
‘ »
- v "
: oo '
‘ ’ ,
) ‘ . . T . 1/78 )
) T ‘ 701 \ - {
. r 3
. "y ‘
. . |
. ¢ |
L ' : |
° - e 4 2 .
. . % - |
’ K Y ' ILQ . .
Q : - SRS ~ . |
' . S ' ’ - ' X U
[N [ 4 ‘ . - Ll N .
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] - ) APPENDIX B
CERTIFICATE OF JOB CQMPLETION ( L

(
R ,
I/Weagree that I/we have inspected all repairs

. : . e
made as spccified on the Work Owder ahd agree that all

woTk 4is completed to our satisfaction,

. L WNER - T
: . . . .. > . - * » .
owner{s) signature(s):
' . . <
X " ‘ date: :
. - J . - \7
X . - date: -~
cN
@
« :‘ [
- .
N d '
e \
4
-~
4 \ i
N < . -
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. - . APPENDIX C
' CLIENT SATISFACTION QUESTIONNAIRE
3 ' é\ ’ . .- s ¢

\ N
' NAME : N

ADDRESS :

2] :.' [ . 4/
Job No.: - ‘ . Crew No,

Your cooperation in answering the following ques-
tions will assist us in improving the services and
! 5 evaluating the ...uiieeessssesssortscssosrsosssssssss
) (name of project)

1. Overall, how do'you rate the services, provided by the

zpro;ect? ' o N
___Very~Good -~ ___Belpw/Average ,
___Good“ ‘.7 __*pad ‘ ’ '
- , ; ' ___Average
2. 4 (a) Nov do you rate the dttatude qf,the project's in-
structor? , I : :
w __Very Good __Below Average )
___Goo?,// ; ___Bad . '
____Average . . *

+ 2, (b) How d@’yod rate the attitude of the project's crew?

L3

Verz Good Below Average ) \
. © Goo . Bad B
. ——— ' S——— '(
- ‘Average ' _

+» 3. How do you rate the actual ‘work performed by the project?

- -_Very Good- nelow Average e

Good ) N Bad N

— . e
Avqraée

J .
. ’ 1
’ ¥ 103 , A
¢
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A}
»
\
..
- .
2z
b -
.~
(]
.
A )
]
Ve
O

Aruitoxt provided by Eic:

s

3
-

]

°

4, Would you recomnend ‘the viork perfo;med by the project’

B

to your friends and neighbors? .

Yes °
%,
. Undecided .
Please use this space and the back, if necessary,
to write any additional comments or suggestions.
Owner: . . Date: .
= . ! ‘
ooy .
. ..
‘ “ e
4
RN
123 ) c
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VEINTURES I COMMUNITY IIIPROVENL: -

Aruitoxt provided by Eic:

ERIC

BPPENDIX D _ '
R Job Surmmary TForm ]
by / £ )
o Job dumber €rew Humber Supervisor
Cliert's liame * _ Phone

Address

.

Start Date

Total Hours (Suoervi§or)

Description and costs of Contractual Services: ¢
. ~ .

PS
»

Conmpletion Date

(Participant's)

z

)

. . Unit . |Extended
Quantity Descriotion of Material Used Cost Cost
=< .
: — )
r A —
l . ¢
4
. % . * :
D -
Comnents: P )
- a ., “y,
Supervisor's’ Signature Date | '
N * 105 1
—
- i SN
- /’
- .
/\‘ *
> S
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¥.
7

Crew Chief:

Date:

Jcb Nupber:

)

CREW/ CHILF

INSTRUCTIONAL STATF

* HOURS WORKED

1.
2.

.

YOUT:!
CREW MLIMBERS

A, Total Instructor lours

[N

C. TOTaL CREW CHIEF, INSTRUCTOR & CREW HOURS

feri’ 15 ,¢1

B.

Total Crew liours

106




- APPENDIX F
VENTURES FOR COMMUNITY *IMPROVEMENT

(PROJECT MATERIALS)

. EXTERIOR MATERTALS -~
. 4
’ 1x2 2x2 4x4 Exterior plywood 3/8"
1x3 2x4 4x6 : 'Exterior plywood 578"
1x4 2x6 Cedar posts . , :
o E Exterior drywall 3/8"
1x6 - 2x8 Wire fence i ) -
. Exterior drywall 5/8"
1x8 2x10 Porch dec
- i ' king Bed moulding
1x10 2x12 Porch ceiling
, ’ Biick moulding
— 1x12 Aluminum Storm door
Cove moulding
Crown moulding
GLASS
Acrylic 4' x 8 ' Window points
. Glass ‘ Glazing compound
’ . ‘or putty
ey SHINGLES
‘ »
A\ Tar paper® ' Galvanized nails
‘Asphalt stingles, color " | Flashing » Y
A ] 2 .
Rolled roofing ‘ Plastic asphalt cement
. GUITERS . L ‘
Box K gutter (lin. ft.) ) Lead-in connectors
-7 -~ S
Square Downspouts . - , Sealer- "
. v - :
- Round Downspouts_ Slip joints N
Straps Inside miter ’
Glatt hangers ?)utside mitex~ .
- . . d R ,’f{'»
End caps right . ) 45° elbow
End caps left 900 elbow o
! - )
¢ A




e ' : PAINTING

Caulking N
' Spackling ) ’
///,’ ___ __ Glazing compound
«_____ Porch enkmel ~

Low Luster (white)

. Universal primer

CONCRETE
Mortar mix
Concrete mix
Patch crete
Concrete (cubic yards) - /
Exﬁansion felt 6"
s Wire ﬁesh
Coné;ete bllocks

Common bricks

a
.
o
‘ o
N
. v
’ . . '
. oo, .o
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VENTURES FOR COMMUNITY IMPROVEMENT
T (PROJECT MATERIALS) ‘

| ~ ' INTERIOR MATERTALS S
) ' LUMBER . ‘ ‘h"‘*m\_“d .
’ ___.__; Parifi;:.le board 3/4" ___ doors size .
L ___ Plywood ___ Locks
Z _____ Felt paper T  __  _ Hinges . ‘.'
Base |, _______ Spring bumpers
______Casing ) _____Closers ‘ J
Shoe v Shelf brac‘tsﬂ
St'ops . . . ' . _ Rosetts )
Jambs - . N - Thresholds
Handrail. ______ Weatherstrip
T Drywall 3/8 , . _____sashlocks |
______ Drywall 5/8 e " __ Pulls h
Treads 4 ; _____ Cabinet hardware
Ftloor Tile | ____ Handrail brackets
Floor adhesive |
Tile moulding
. Closet pole i
- \ PAINTING
7
: e Jo:‘:n't’ compound ‘ -
__’_\Joix'n: tape (rolls), .2 ‘ i
Plaster mix - 5
'Enan;el . !
Flat -
. Semi-gloss .
Primer . . '
i - \ 109 ‘ v )
—2 . N
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- K o v < : APPENDIX G

[l - . v v

- VENTURES FOR COMMUNITY IMPROYEMENT

) : HOMEOWNER'S APPLICATION -
* NAME . e TELEPHONE®

) 3
- ADDRESS ) T
.»DO YOU OWN THIS HOME? YES © NO. ‘ ,
HEAD OF HOUSEHOLD ™ MALE FEMALE NO. OF PERSONS IN FAMILY
MARITIAL STATUS SINGLE MARRIED DIVORCED - ° “ <
ANNUAL INCOME $ ETHNIC BACKGROUND -
MONTHLY GROSS § . BLACK
. SOUqu/6} INCOME o . - HISPANIC . s
. ° —_ T .
] — a) : ___ WHITE
b) , 'T\T\\______ AMERICAN INDIAN A
> ¢) ) - ORIENTAL
" OTHER ~ 1\\
4 g .
DESCRIPTION OF WORK
L,
I UﬁégksrAND THAT THE VENTURES PROGRAM (OIC-GM) IS MIMJTED TO CORRECTING
_ CODE“VIOLATIONS FOR LOW INCOME PERSONS WHO OWN AND OCCUPY THE PROPERTY CITED.
THE MATERIALS -AND WORK PERFORMED BY THE VENTURES PROGRAM IS FREE OF CHARGE
TO THE HOME OWNER. I HEREBY CERTIFY THAT ALL THE ABOVE INFORMATION IS TRUE  °
_,) AND CORRECT TO THE BEST OF MY KNOWLEDGE AND I AGREE TO HAVE THE VENTURES
. , PROGRAM UNDERTAKE THE WORK AS DESCRIBED. I ALSO UNDERSTAND THAT I CANNOT

SELL MY HOMEFOR TWO(2) YEARS FROM THIS DATE.

CARNTIN G INDIVIDUALS PROVIDING FALSE INFORMATION SHALL BE PROSECUTED AND
—————— REIMBURSEMENT FOR MATERIALS AND LABOR SHALL BE SOUGHT.

PR —_—_— -

» > - X 5

. OWNER'S SIGNATURE T K DATE . DRI .
' ) N o
ESTIMATER'S SIGNATURE e -
APPLICATION ACCE!;ED : YES TENATIVE START DATE _ _ >y

NO B ’ b




, ’ Opportunities Industrictization Center of Greater Milwaukee

‘ o . . Central Administration - ! - . ‘ .
2835 North-32nd Street, Milwaukee, Wisconsi_n 53210 L
. 414:449:230 414-449-2304 , . .
HUGH HENDERSON  ° ' T 'CARL A. GEE
. Board Chairman R - ' @ . » ExXecytive Director .
° . . . ] . s e
: : - s« WARNING  WARNING _ WARNING »+ ‘; L
DEAR HOMEOWNER: v : .
. v N
v The Ventures Program has now accepted your application ahd will ‘perform
oy the work as described, In order for -us to complete this work in aw
effective and efficient manner, we will need you coaperdtion as” follows
A, Ikck up\ all valuable in and around your home; the VenCuiés.Egogram
- . . (0IC-GM) will not be responsible for lost/stolen items.
B. Make your house and bathroom accessable to our work cPews during the
entire rehabilitation process. {(Have at least one (1) persop home
' at all times.)
o .~ . > QI- . +
C. Do not interfere or allow your children to bother any of the workefs. .
o’ \ . ‘. ' ’ .
D. Clear the work area of all obstacles. (f}xairs, dresders, toys, papers,’
eCC.) P ° Lo K ¢ .
E. Work hours - Monday-Friday8:00 a.m. to 4:00 p’ * )
. — . '
. K F. All materials and equipment used in the rehabflitation ‘prdocess are
purchased by the Ventures Program (OIC-GM) In the'event any of .
¢ ,these articles disappear, in or around the’work site (regardless |,
of ‘who is to blameé) shall leave the Ventures Program no altlernative -
< course .by to discontinue all construction work immediately.- The
. Building Inspection Department shall also be notified that work on
this particular residence will be discontinued by the Ventures
Program (OIC-GM) and future consideration for continbamce Will hot
be given . L o
Your cooperation will be greatly appreciated. . - ' S
. .
VENTURES FOR COMMUNIITY IMPROVEMENT -- 449-2303 LY T \
LN .
4 / \. - A
) 2 v ! \ 5 % A
» . :
- L
: PR
' o “ b
| , ] Co
* / " __/\ E}
¥ .
\.1 .. ' - R - R ’ 4
ERIC . / : S L E
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« ) o VI?} ?TUDEN? SELECTION SHEFT APPENDIX 1

NAME ' - ADDRESS L ( ”
I ¢
. - L]
PHONE NUMBER - 'AGE - )
- K A )

1. What is the highest gradé completed? ‘ o
Did you graduate? /GED . «

2. Would you be willing to attend GED classes ¢wo (2) nights per
week?

R ) L
3. Do you possess a valid Wisconsin Drivers License?, .

4, Would you be willing to attend Drivers education cladses two(Z)
nights pér week?

5. Exp@ain why}you want to.become a Carpenter or Painter?

-
A

6. What previous work experience have you had? . , .

N ; a
7. \/;re you'willing to work outside in extreme hot & cold weather
cond1t10ns9

8.x Are you afraid Qf/ﬁelghts?
Would you be Wiillng to overcome that with the proper help?

B

9. What exactly do you want to get %ft of the, VICI program? -
* - ‘g ’ 4 i .
Y . loe
o . \_—/
10. -Will you report to work everydayx_and be on time? '
g v ‘ N ' adcre *
;:>llt Are you in good health? , ‘ :
o 12. Are you allergic to paint’, thinners, mineral spikits, etc. -

. " o Pt 1

Who are your previous employers?
Length of time

s
14, What is you prevypus criminal history? ‘
. . 2 ¢
/v
< . . .
” 11
A
. 112 ’
B ’ -
:" -
ek
° e 1 4 .
. <
4 “
. . v
” N 3‘1@“
. e ~

L 119




. APPENDIX J )
\ . Y &
/
) . _Opportunities Industrialization Center of Greater Milwatkee -
) Central Admmrstrunon
: 3835 North 32nd Street, Mnlwq.ukee, Wis¢onsin 53210 *
. ¢ 414-449-.2303 414 449 2304
. HUGH HENDERSON- - ) ’ CARL A. GEE
Board Chairman - +  Execulive Director
¢ FEBRUARY 12, 1980

REVISED VICI WORK RULES

\[""ABSEt\TEEISM é ) ’ )

13t Unexcused Absence - 1 week &old back on raise
znd " " n M "o 2 mn o " N " ”"n "
v . - 3rd " LI - L‘ "o " "o " "o "

2. TARDINESS:
Student is paid for actual time worked and
1st Tardlness --1 week hold back on ralse s /
znd n 2 " non "n ot "non n ’
3rd 1" ll 3 " " " " " " .Il n "
v ‘ )
¢ 3. FAILURE TO CALL IN if absent: regardl ss if excused, unexcused:
’ 3 Week hold back on raise . .4 .

>

MUST CALL JOURNEYMAN -

s

4, LEAVI\IG THE JOB SITE BEFORE THE END OF THE WORKDAY:
1st - 4 week hold back on raise.

2nd - DISMISSAL - ) . ¥
‘ s A A
5. ABUSIVE or VULGAR LANGUAGE TOWARDS JOURNEYMAN, FELLOW STUDENTS
: OR HOME OWNER: -
~ 6 week hold back on raise,
THREATENING or STRIKING INSTRUCTOR DISMISSAL -
PERSONAL RELATIONSHIP BETWEEN STUDENTS ON WORK SITE: . "

Descretion of Director or Journeymag.

6.. ALCOHOL ¥ DRUGS ON JOB SITE:
Student will be s §nt home for the remainer of the day plus:

8 week hold back on, raise. - .
. 7. STEALING FROM JOURI\EYMAN P*E-I:LOW STUDE\ITS OR HOME OWNER:
DISHISSAL

8. FAILUQE TO FOLLOW?ORDERS : JOURNEY“:A\"S DESCRETION.

, . FIGHTING WITH FELLO‘*« STUDENTS :
Al 1 veek suspension for those involved.

A

“We He/p Ourselves




f - _Rlan for froparatioa of Partigipants '
. : i R APPENDIX K l
Job Application Skil's - Costsc-Qutling . :
) - !
/, & ..
] Objective- to insure that each individual crcvw wember learns . -4
: and can use the skills associated with filling out
job applications; succeeding on a job interview; s

: . startlnngalntalnlng a job and making the transition T
) . from Ventures o Private Sector Employments .

‘e, : -

|
I. Introductlon L\ 3 : ) . . N 1
|
\
\
|
|
\
|

\
>
A. Discussion on transition from training to private, .
sector employment - i
- v

B. World of Work-trade employment situation in New Haven
. T . \ o’ .
‘IL. Completing the Job Application Form . >

A. Company' N purpose in u31ng an appllcatlon form
- 1. EEO requirements “
* 2¢ Future data on hand*
3. Immediate background information on individual

. .. .o . ! 1
. ‘ B. Filling Out an Application :
1. Importance of correctly completing a foxm.(classwork-
using an application filled out with sloppy errors
and poor responses have students as a group write down l
- . 10 observations concerning hypothetical persons o

,characters and skills. Discussion)

. ’ -

\v} 2. Discussion of application questions and possxble responses.
- a. legality of certain questions and how to deal with |

illegal questions N

basic information . '

educational data .

employment record ) ! .

VCI experience * . ~ ' L

present skills . K

health . -

court_problems ’ S * ‘
|
|
J
\
|

r-g;\m o o
*2 0 o o e

effective references
- hObbieS - ‘ ’ . -

e k)
»

, ) y

)

3. Use of correct grammar, punctuation, capltallzatlon Y
S ' . spelling and understandlnﬁ vocabulary terms.
-~ 4
classwork: using incorrect application, corredt mistakes.
~ ' Discuss l : \
, -

- ' 114
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Jhandoet: revidw, cosfwoinly used teris and dcfiggtions.‘

- - classwork; fill cut application in ink to denonstrate
- necessity of prior preparation and usilg
N a pen.:il,
. ) assignwent: Ryturn a pcr[ecL unr‘»c_a\.lon form that
oo - can later be used as a reference. Rcad
L. « and Answer questions on "Pent Up Anger. "'
- + " ___and return. o Lot
C v P ' .
I1XI. The Job Interview ’ . Cos

A. The Importance of a Job Interview
1. Employgr's purpose N
2. crew members goals . .
* L3 e —
. B. Summary of criticil parts of an interview‘
1. Do's ang Don'ts-=distribute "Rules of Con uct"‘

2. Demonstration-~distribute '"Mock IntiE%iiw 90 {se ds

oot aé:heck list vhile observing two st@fk pedple contucting
v & an interview-which the appllcant Blows.. Crew members ~
z ] should list’ errors made. Class dlscdsélon
) g \
C. 'ny,té/succeed in a Job Interview éﬁ" £
= ' » 1%Sleeping, eating & dressing for the%lnterview Y
2. Knowledge of potential employe 2 g PLY_
3. Punctuality . é//r-\\\\ l
4. Dealing with the street image >

5. .Introductions’and politeness

6. Handshake, posture & eye contact
7. Dealing with nexvouSness

.8. Selling yourself

‘ : a. reviewing past employment and VCI experience. ,

' _(classwork-using weekly skills checklist, everyone
. - note skllls they've learned.)

.

&

'b. self confldence and pride versus b.s., arrogance
¢ - +  or timidity. . -
9. Answering tricky questions
10. Asking Questions

7

s

L2

a. working hours
b. tools needed :
* c. skills you could learn
.d. employee benefits CoeT M
e. taises and mnhlllty . _
+ ,
11. Ending av Imerview ' e
(a551onmenb- read and ¢ npletecexchLSes from ”Maklng
the Job Intexview! turn at next session.
D. Mock Intexviews - ividually scheduled ,
1. Each person is scheduled for an lnterv;ew with one
staff person anﬁ one other participant as observer
: : : I

. .

K
7/ ! .

~
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and conmentator. The objéctlv is to evaluate an
individual's performance giving constructive
criticisms apd rvecommendations for improvement.

2. Each individual will be schgduled for a- -folYow-up
tape recorded interview with a staff person. ~Tape
will be played back and the individual will have an

' opportunity for self-evaluation as well as feedgick
» from staff person.

N

1V. After the Interview .

ZA. Not, getting the job - .
1. deallng wvith "rejection"
2. evaluatlng your performance and learnlng how to 1mprove
. B. S;arting/Maintaining a Job ' -
' 1. learning specific’ job requirements
2. knowing your:job rights (handout-'Employee Rights?) '
) 3. Understanding your paycheck
‘ 4, raises
5. State and Union Apprenticeships -

C. Trade Practices
(tape cassette- The World of Work 300-24-B2 'That§ part:
of your job-resolving conflict" " You better get’up on
time" and'too many days absent')

1. Working hours—punctuallty and attendance

2. Bad weather days

3. "Gofer" amd low person on the totempole

4. Working with co-workers and supervisors.

- 5. Learning how to improve performance and develop new skills

6. Buying and maintaining tools
7. Side jobs-how to work on your own .
8. Opening up a sav1ngs account.

(assignment-'"Money in the Bank'"-read and complete.)

S D. Transition from VCI to private sector

~— 1. Venture's responsilility to you and our on-going sexvices
a. meetings with staff, phone contact, site visits

., CETA Follow-Up Unit

. CPPV Follow-Up Interviews

- Notification of Address and/or phone change. ' Ty
8 % ;‘

-
o

L

SR N

,,,,,,,,

N




APPENDIX L
SAMPLE VICI TRAINEE RULES AND REGULATIONS

Working Hours had .

‘ <://E;00 AM to 3:30 PM with one-half hour for lunch and ,a 15-minute ~
r
on~site break in the morning. However, you are expected to report

to work by 7:45 AM to allow time for.changing into work clothes.

Sick Pa :
Sick Pay _ <

You do not receive Sick Pay. You will be paid for the amount of

-~

©

hours you-work at your worksife. ~

- A}
Absence :

If vou will be abgent, call the wroksite or the'VICI office between

the hours of 7:45 and 8:00 AM, give your name and the name of your
. - .

supervisor, .and note the name of the person you are talking to.

Cgl) _your worksite every day that vou are out of work. (Failufe to

call when absent will result in suspension and loss of.pay.

? Lateness ' . -
If you will be late for work, call the worksite or the office
between 7:45 and 8:00 AM. Give your name and the name of your’
supervisor. Let your supervisor know yhat time you Q;ll get to work.
R Failure¥to call when lafe will result in suspension. Two latépesses
per week will result in a salary deduction. ' , .
Excused and Unexcused Abserices . M .
- Absences are efcused only for verified illness, family death or
) appointme;ts with a doctor, lawyer, etc. All other absencés are )
unexcused. \ ’ ) )
Two unexcused absences in one month will result in a one~week ’
suspension without pay. ’ ' o
' Trainees must -notify suypervisors two days in 'advance of appointments .
with doctor, lawyer, etc.
117, .
: 124
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Sarple VICI Trainee Rules and Regulations - Page 2

\ If, at any time during the training period, your supervisors deter-
'miﬁe that your absences or latenesse; are excessive, you may be “
dispissed.

Lunch

»

Lunchtime is from 12:00 to 12:30 PM. You must return from lunch on

’

time. Returning late from lunch will result in a salary deduction
and/or suspension.

Wages and Pay Raises

~

Paychecks are distributed every second Friday. Pay rates are:

A
e

Weeks 1--"13 $3.15 per hour
AN

Weeks 14 - 26 $3.30 per hour

Weeks 27 - 52 $3.60 per hour.

Pay raises are mot automatic. They are awarded when a participant

earns a satisfactory evaluvation of his/her attendance and job per-

[y

formance. These evaluations are made by journeymen supervisors, job

¢

" coaches and counselors.

-

Paid Holidays

' . ?
VICI recognizes these as paid holidays: New.Year's Day, Martin Luther
King, Jr.'s birthday, Good Friday, Memorial Day, July 4th!QLabor Day,
13

3

Thanksgiving, Chyistmas.

Use. of Narcotics/Alcoholic Beverages

Narcotics ,or alcoholic beverages in any form are not permitted on the

worksite or at school. Bringing either onto or near the worksite or
. . . i
school premises will result in immediate dismissal from the program.

3

Being under the influence 6r either will result ir immediate dismiasal

from the program.

-1

¢




Samplé VICI Trai;ee Rules and Regulations - Page 3

School Attendance -

Attendance ;t the County Vocational Schdol is mandatory. You will
aftgnd classes each‘Tuesday and fﬁursday from 6:30 BM to 9:30 PM.
Failure to attend and remain throughoutgthe class can result in sus-
pension or dismissal. . Eagh barticipané is expected to conduct

himiherself in ansorderly manner. If you are suspended from daily

worksite duties at any time, you are still requiﬁbd to attend classes.

-

—_—

Smoking on School Premises
Smoking on School premises is not permitted. You ma¥§ smoke in the )
cafeteria during scheduled breaks. ’

Damage to School Property

\

Anyone found damagi?g or destroying school, program or kersonal

-

property will be held laible for damages. - B
. . '

Woiksite Behavior

Physical fhreats made to program staff and/or Ggyer participants will

result in immediate dismissal. . 4(

v

Fighting on the jobsite and/or school premises will result in

¢

s

.immediate dismissal.
' (Y
Anyone found stealing school, program or personal property will be
v .

immediately dismissed.
‘ . T
Any ﬁisuse of work equipment may lead to suspézsion.

Use or display of a dangerous weapon during s;hool or work hours

will result in dismissal.

Do not bring or wear valuables to the wprksite: We will not be

responsible for’' lqst or stolen articles.

.

-
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Sample VICI Trainee Rules ‘and Regulations - Epgé 4

Accidents

.

All accidents should be reported as soon as they occur.

report must be filled out immediately to obtain medical care.

«

£

An accident

I

]

Everyone is expected to conduct him/herself with decorum, to observe the

regulations of the prograh, an

)

\

120

127

Pl

d to pay due respect to staff and peers,
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APPENDIX M
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Y TIME CARD

2zl Jone W, Smm [ - 24 'raﬁmm -199-A12919"

1D NUMAER

PARTICIPANT NAME

WORK PERIDD ENDING
D. Y

SOCIAL SECURITY NUMBER

. Fimt Micdte Iniual Month ™ sar
DATE F’mmuas;o g E;pr:%%ég DATE £ HOURS gt PARTICIPANT ,
n ao ’;O PARTICIPANT TIME QERTIFICATION
MoN JB 1 3 :7 MON “bo 1 3 7 Both Particlpants’ ind Suparviion’ signa-
il i3] 9% |3 |t sl 12* {3 [ 7 s o s oy O
. " IS < sccurats and in xcordancs wath the
weolig) % |3 |7, weolufnn) e |3 |7 payment iy e e e s
ki
ol ol 1% |3 |7 ] majups| 732 |3 |1 | r——"
w ] 7% (3 17 Sk Imlufed 72 13 17| St
- v [ 701
VIEEKLY TOTAL 35 n * WEENKLY TOTAL 35 TOTAL HOURS WORKED
] . A§ 3.
Wk Spoasor - . .
= M/é o] - /75D PBur
\mx&u&m Sigutine Tl ’ Work Sis Rane/Addsess // ALLRAVOFFSATING = 518
< . h
¥ \
‘ /
‘ A3
AT
v 0‘ . 2
¢ ® R
\\ .- ,
s a . ' *
* - . . -
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- . #
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ERIC

Aruitoxt provided by Eic:

24}

Y

¢+ Basic '
, == .
electrical symbols
conduction sizes and types
remove romex from a box
strip romex

drill holes for wire runs
install a connection romex
staple romex

strap romex

install connection in b
mount switch & receptacle _bo
cut box

install floor husing on box
ground a romex wall box .
running romex through studs
staple feeder cable -

-

Electrical Tasks

Intermediate

. mark location of switch & receptacle boxes

install a receptacle -

install a switch

install a lighting fixture

connect romex in service panel

connect box in servi;q,pane1

install range receptacie

instaHl dryer receptacle

install feeder circuit for electrical water
heé¥er
install feeder circuit for air conditioner
make an offset .

check a fuse with an@hmeter

check a fuse with a voltmeter

install an overload heater in a manual motor
“starter

use and fdentification of grounded conductors

.

a

Advanced

determining the number of circuits required

three way switch control e

four way switch control N

number of conductord in a box

calculation for computing feeder for single family
dwelling . N .

electrical heating =

bending back to back 90 degree benu

making.a saddle

disassemble a motor

test insulation resistance of a motof with megger

connect 8 three phase “Y" connested motor for low
voltage

connect a three phase *Y" connected motor for high
voltage :

reverse a repulsion motor

reverse & split phase motor

-

¢

N XIGN3ddv

- !::;1

*
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o Basic

prepare copper tubing,for soldering °

. solder gopper tubing 3 fittings T
‘set-up zresto-Tite tank

set-up portable vise -

cut steel pipe w/ hand cutter

ream steel pipe w/ hand cutter

thread steel pipe w/e hand cutter g

clean power threading mch

pack oakum into a soil pipe joint

replace w.c. flush handle

replace tank float in w.c.

replace tank ba}1 in‘w.c.

replace top and’ bottom 1ift wires

replace*guide in w.c. tank

clear main house drain of stoppage/plunger :

Plumbing Tasks

[

. Intermediate

e flare copper tubing .

ipstall a section of steel pipe o
set-up power thread mchh « .

*select die settings on uniyersal die head
replace dies on universal die head
secure pipe in pdwer threading mch &
cut steel pipe w/ power threading mch
ream steel pipe w/ power threading mch
thread steel pipe w/ power‘threading mch
set-up nipple chuck in power threading mch
select pipe six on nipple chuck

* set-up propane tank °

cut cast iron soil pipe

melt lead to liquid state -
replace ball-cock in water closet
replace flush valve in water closet

.clear main house drain of stoppage

, replace

, Advanced. ‘
pour“1¢dd in a vertical soil pipe joint

finish lead in a'vertical soil pipe joint .,
leyel apd plumb-vertical soil pipe 4

' pour lead in a horizontal soil pipe joint

finish lead {n a horizontal soil pipe joint
grade horizontal soil%pipe ‘
_disconnect a soil pipe joint

replace a curb trap

replace X2"y

replace 1/8th bend

Y
replace P é;;a (cast iron)
replace a.short sweep bend A
replace a 2" soil plug
replace 2 combination rain water conductor

replace a 4" ideal bend ~




vel

~
9 .
: Basic .
S A i
read a rule

cut & apply felt paper
app1¥ mastic cement

Roofing Tasks
Intermediate

apply.dsphalt & wood shingles
lay .starter row of asphalt shingIes
apply roll roofing .
cut and install gatter
install downspout
fabricate & install nailing for rafters
layout sample rafters
layout sample outlookers
fabricate rafters
fabricate outlookers o
fabricate gussett slate
layout ridge for rafters

- layout & cut ridge °

Advanced

ermine rise & run from blueprint
ayout & fabricate assembly job
assemble pent roof truss
align trusses using 3 block & string method’
use & safety of the radial arm saw
use & safety of the table saw..
determine unit rise & unit run
layout plumb cut for common rafter
layout heel cut for common rafter
layout tail cut for common rafter
layout length -for common yafter-stepping
layout length for common rafter-with-ruIe
install flashing
estimate materials for gutter & downspouts
cut & install gutter .
cut & install downspout ’

‘ ézyout wall for rafter locations -
t

EY

-
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‘BASIC

Scraping

Patching

Sanding

Ro1ling //1
Taping

Paint siding
Sealing

Caulking

Tool clean-up
Area clean-up

General layout
Reading the rule

»

Painting Tasks

INTERMEDIATE

Paint windows

Interior painting,
cutting and rolling

T4ping - finish :

Staining

Puttying .

Working off extension

Ladder

Painting trim

Block filling

Estimating material

-

2N

- ADVANCED '

* Mixing paint

Hanging vinyl .
Joint taping .
Spray painting

Trimnming vyinyl

Butt{joints

Overlapping joints

Estimating costs
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Weatherization Tasks
BASIC INI‘ERMEDIA’I‘E ADVANCED
; ¢ ;e
* Caulking Replacing porch steps Hanging storm docts
"Patching pool - Cutting and threading - Pointing hrick
with Cement - ‘pipe . « Bricking up window
Use of ladder Sweating copper tubing ., . Foundation ‘repairy
Use of tape Replacing glass . ’ Replacing window frames
measure Installing gutters and Installing storm windows
Replacing porch leaders ™ Estimating materials
slats . Install fiberglass ' Install blown-in.
Repair leaking insulation insulation
' faucets Use of scaffold Installing new roof
Remove old roofing Replace sash cord ,Conduct energy audit
Demolition i

Weather stripping T, ) )

U VN

¢
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Basic

hand mixing mortar . .
handle mortar with a trowel
using brick tongs for stocking
building scaffold

pour the concrete in place
level off by darby#ng’ concrete
bull float the concrete area’

. strip the forms

patch honecomb holes where necessary

care and mainfenance of tools

using brick tongs for stocking

use & handle a set of brick tongs

set dura-wall in brick work to tie in
2 wythe walls ~

wash brick wall with acid

cutting “tarter blocks

Masonry Tasks
Intermediate

lay up_the first cogrse of brick (1gth 4*)
cut masonry material with hand toois
layout a common bond

string and set line blocks

striking joints in brickwork

layoutrcourse rod, story pole

set wall flashing in the wall

use & operation of masonry saw

use of hydraulic brick-cutter

set up a door frame in a brick open1ng

lay blocks to line

lay-up a five block layup
string and set line blocks
set lintels -
lay stone to 1ine

cut field stone

’ Advanced

identify scales on a modular spacing rule’
modular Scale coursing for brickwork
4-3-2-1 lead in the wall .

build brick corners .

set sills and copings ’

set precast sills and opings

pattern bonds in the waMl

setting steel lintels

single flue chimney

two flue chimney

install heatilator z

lay firebrick (butter systeh)

build a corner with a flemish bond header

build a cornef with-a common (american} header

build a brickwall forehand
laying .brick overhand

- .
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VENTURES IN COMMUNITY IMPROVEMENT

WEEKLY PARTICIPANT PROGRESS REPORT

S.ciy

3. This Report for Week Ending

2. Program No. *

APPENDIX 0

.............

ED .

4. Participant Social Securlty Number

HERERS

wol ], Jowl | | |
L 1]

|
]

o’

5 Name of Participém

Last Flrst M1
6. Job Data
Crew, . Hours Worked by Participant
Job No. | Chief* | Team® M T N Th F - Total

a. U

b .

c. 3

d. W)

e. '

f

*Use Assigned Numbders
7 Total Hours Worked for Week (Enter here and for Question #19)............ .. D::I [j
8 Totat VICI Hours Scheduled for Week .. . ED D
d
9 Attendance INIOMMANION - «rs cevseenes semsens costentusemetuien seviesses oo Attendance M T w [T |F
{Code A Below)

10 Was there an incident requiring disciplinary action during the week? Yes CI No Cl

11 Participant Performance Information —Describe the three_most advanced tasks perlormed by participant during the

week Use Codes B, C, and D.

Hours | Trade |Difficuity | Performance
Task Description Job on Area Level Rating
. No Task {{Code B)|(Code C) | (Code D)
a.
b.
c.
Coda A \ Code B Code C Code D
s (1) Carpentry (1) Basic (1) Excellent
(1) Full work day (2)"Masonry (2) Intermediate  (2) Good
v (2) Holiday, rain, snow "(3) Roofing (3) Advanced (3) Adequate
" (3) liness . (4) Painting (4) Poor
(4) Other excu§ed absence , (5) Plumbing {5) Inadequate
(5) Unexcused absence (6) Etectnical
(6) Late . (7) Other, specify
(7) Release time from VICI for educational activities
_ (8) Other, specity . Page 1 of 2 -Page 5.1
Corporation for Public/Private Ventures (CPPV) Philadeiphla, Pa. ° (215) 563-380*

~  ORIGINAL - FORV]IZA8RD TOCPPV

° -

.

Py

Card

-2

1627

‘2837

13

>




@ :

Progr: m No. ED Participant Name . N . : ) FORM (v
- N . Carg 2

O -

4 .

. v,
12. D4 participant change address-fiuring this week? Yes NoO s
. 1 2

. It yes, pfease indicate new address and telephone number where participant can be reached. '
. - ' N
2 -
ress . . . LA . i
Number . Street
m ‘ . . N
City ) . State Do nt
e 3 . ) -
Phone ( ) st . .
3 Area Code - Number
% < ' ‘6
Y 13, . * 14 N .
Y Signature of Crew Chiel Date
) N A
! ) ‘ ' ' ¢
l - TO BE FILLED IN BY APPROPRIATE PROGRAM STAFF MEMBER oo
- - i
\2 Bt varticipant enter educational program during this week? vs [ w3 ©
! ves describe program N . 1 2
- 1l ! ol
! 16 Oud participant attain GED or other Certiticate diring this week? ves N O «
17 It pay reise incentive was due did participant receive it? : g ' é [_3
‘ Not applicabl Yes No Q
\ : . * \ PP ° . 0 § 2,
18 .4t answer to #17 v.as “no” check the’ reason{s) below
3. Poor Work Performance CevxeeE R e R S SRR e SRR S8 SAs Sssssssssssess s g a -
D AbSBNLEBISIMILALBNBSS tverreerreerrieerernmrenieessnesreseeseresseessessesonees SRS g e s ‘aa ,
¢. Misconduct e e s g e e e e e SR B i
d Other, specity. . . : [:] s
. 19, Total VICI Hours Worked for Week (from QUESHON #7) w.....ooueereseserrerrserens reeeasatens eeesnereres sueees D::ID e .
2C. Pay Rate per Hour : s e SD ) ED ‘w02
21. Gross Wages for Week . R e . .8 lil ) | ] ’ L l ] el
. N B M ¢
2. A 23, ‘ 24
M y  The Date 3 .
. - - Y : T
> . Page 2 of 2
- ) X ) pPage 5.2
h Corporafion for Public/Private Ventures (CPPV) Philadelphia, Pa. (215) 563-3801
’ . 129 :
Y ORIAINAL « ENRWART TN NDPY , . .
r/’ ! M " s‘ F)
\ .
« -
*a . .

ERIC S - T o

RPN A i Toxt Provided by ERIC
« >



’ , APPENDIX P

New Naven - .

B
PN vICI Plan foc Placement

. d FY 1979/1980 -
I. Placement Quotag: Total Union Apprenticeships éﬂ
Central Cohnecticut Carpenters ;:;pn‘§
Local 24 ’ 14
Painters Union Loca£,186 10 -
\ ’ ' Construction Related (Non Union) 42
“ Unsupsidizea . ) . \k 30 .
Subsidized ° 12,

Other Full-Time Employment
< Full-Time Training

Full-T}me Education

12 e 1 I

Total Placements

1I. Strategies and/or Mechanisms Contéined in Originai Cdntract:

.

The New Haven Employment and Training Administration orginally
developed a two-phased job placement process for the VICI program. The
first phase consisted of strong linkages between the Job Coaches and -
the local trade associations and unions. Job Coaches were to contact
menbers of the uniohs and trade associations and seek their assistance in
developing employment for all VICI participants. Initial contact was to
be made four (4) to‘six (6) weeks before an individual was due to complete :
thé pfogram. The Job Coaches were to make all assessment data of indi- - .
vidual participants available to the union and trade association repre~-
sentatives-and schedule tours to provide them with the opportunity to
speak and evaluate work skills. Futhexmore, trade association represeantatives
uere to provide contacts of .contractors seeking to employ carpentry and
painting apprentices. The VICI'Job Loaches were then to assist program .
participants in applying for entrance iﬂto apprenticeship programs or securing
trades related Jobs. :

. . . Ve

of the prime sponsor's Central Job Development Unit. If contacts with the
. unions or trades representatives-proved fruitless for any participamts,
they were to be referred to the Central Job Development Unit. Each partici-
pant was thea to be assigned%a Job Developer who would use all the resoutces
. available to him/her (i.e., Employment Service Job Bank, microfiche, 0JT and
employer contacts) to develpp trade related jobs for each participant. 1

.

' — 130

The second phase of program placement was to.be. the responsibility .

3o

»
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JTT. Revized Strategy

. e e e

It became_apparent early in the operations of the Ventures Prograin
that linkages with the Unions and trade associations alono wonld not be
sufficient to develop the nui abér of jobs necessary for the progran to be
‘successful.* New Haven, therefore, developed a more, comprehensive strategy
to develop jobs for its VICI participants. Beginning in January, 3 x 5

_cards were compiled on all area contractors. Contractors were divided by

services they provide. They included Genral Contracting, Remodeling and
Alteration Contracting, Painting and Decorating, Roofing, Floorang, Wood=
working, and Insulation Application.

A Ventures Brochure was printed in early June and then mailed

to all area contractors. Follow-up telephone contact began by the Program
Administrator and Ventures Planner in order to assess Potential employment
openings and intetest in Ventures participants. Taurs were scheduled to
familiarize prospective employers- with the level oﬁftf/ining being undertaken.

.. While this process hég met with success, it.became apparent that
there was a need for a full-time job developer, assigned to Ventures from
the Central Job Development Unit. The Job Developer will be responsible
for making «telephone contact with all area contractors, scheduling tours,
developing contacts in person, pursuing job openings registered at the
Employment Service, and developing On-the-Job Contracts with prospective
. employers where necessary.'

by

In addition, the journeyperson crew chieig will assist the Job
Developer in contacting contractors and developing/job opening leads.
Futhermore, .the Program Administrator and Planner will continue to maintain
contact and utilize Adviéory Board members in developing job openings. all
84 projected placements will be made thropgh this itrategy-‘

[N

IV. Personnel Involved

-
~
v

Position: , Job Developer ) ‘ -

'Duties: The Job Developer will #ork full-time on an interim basis
uritil a. Ventures Career Placement Specilalist is hired. This should be,forx
two to four weeks. The Job Developer will review participant Intake and
Employability Plans. He will be given an original case load-of eight partici—
pants. After interviewing each of the participants, he will actively develop
jobs through contacting area contruction and painting firms and make job
referrals. The Job Developer will also utilize the microfiche at the
Connecticut State Employment Service and when necessary use On-The-Job Training
Contracfs to facilitate placmeent. . . . .

It is expected that the Job Developer will make twenty (20) telephone
contacts per week and Zontact in person five (5) prospective employers. Lastly,
the Job Developer will ?frange tours of the program for interested employers.

<

Position? Career Placement Special;st
| Ddties The Carecr Placement,.Specialist will assume the duties of the
Job Developer. In addition, the Career Placement Specialist w111 develop Carveer
Days for Ventures Participants in which visits will be made to actual construction

. &
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sites. He/She will also develop resources, ‘in coordination w1th the\th
Ooaches, to ‘prepare Ventures gx@duates for the wprld of work.

Position: Journeyperson Crew Chlef

Duties: The Journeypersdn Crew Chiefs will be required to make
a minimum of two contacts per week to area employers. It is hoped that
through their personal knowledge of area contractors, job openings can be
identified and placements made. They will also be encouraged to assist g
the Program Administrator in scheduling prospective employers for tours of

L

the prograg. ) . L4

gPosition: Assistant frogram Administrator C\\ *
k3

. .

» Duties: The ASsisfznt Pragram Administrator will remain in constant
contact with area construction supply firms to gain their assistnace in
identifying contractors who may be interested in hiring Ventures graduates.

He will also use contacts to identify openings with such firms for Ventures
graduates who may have to be placed in construction related jobs other than
carpentry and painting, Buch as laborers, stock clerks, retail persomnel, etc.

i

Position: Program Administrator

Duties: The Program Administrator will keep in weekli contact with
key members of the Advisory Board to gain their assistance in developing
job openings. She will coordinate all job preparation and placement efforts.

Position: Job Coach
Duties;)‘The two Job Coaches will implement the Job Preparation. aspect
of the Ventures Program. They will assess participants readiness for placement
and with the Program Administrator conduct individual and group sessions on
the interview and application skills. In addition, they will discuss in depth
roles, responsibilities, rights and privileges of the employed. ’ )

V. Placement and Performance Indicators to Date

" Placenments . , ‘ . 5

To date the Ventures Program has made the following placements:

1. Total Union Apprenticeship Placements [
a. Carpenters Local 24 S .
( " b. Painters Local 186 1 )
2. Construction Related (Non-Unign) 5
)]

a. .Unsubsidized e °

b. Subsidized

\

I

3. Other Full-time Employmeut
. €
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4, Entranée into-the Military ) .
5. Full-Time Training
6. Placements Taken Back into the Program

(LoA) ‘-
Performance Indicators

_ 1. Job Development Contacts — Telephone
2. Job Development Contacts -~ In Person
3. Brochures Distributed

4. " Site Visits

~>

N
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Oppaoriunities Ingustrialization Conter of Greater Milwaukee-
g Contral Adminisiration

2835 North 32nd Sireet, Milvvavkea, \Vis‘:onsin 53210
A14-449.2203 414-£49:2304
HUGH HENDERSON : CARL A. GEE

Board Choirman SEPTEMBER ‘19 ) 1979 ~ Executive Director
L\ . . - |
® SEP 24 W19 \\ -,

DEAR FRIEND:
- .

' YOU ARE CORDIALLY INVITED TO JOIN US FOR AN OPEN HOUSE AND
GET-ACQUAINTED LUHCHEON HOSTED BY OPPORTUNITIES INDUSTRIALIZATIOL
CEﬂTER OF GREATER MILWAUKEE (OIC-GM) FOR VENTURES FOR COMMURNITY _
IPROVEMENT PROJECT (VICI), THURSDAY, SEPTEMBER 2771x AT 2512 N. 7TH
STREET FROM 11 A4, TO 2 p.h, .

HE ARE CERTAIN THAT YOU WOULD WANT TO GET ACQUAINTED WITH
THE VICI PROJECT PERSONALLY- BECAUSE IT DEALS NITH YOUR CONCERNS AND
_ YOUR HEEDS FOR RELIABLE DEPENDABLE EMPLOYEES. -
YOU ALSO HAY JWISH T0 GET DETAILED INFORMATIOH AT THIS
OCCASION ABOUT THE TARGETED JOBS TAX CREDIT FOR WHICH YOU MAY BE
ELIGIBLE AHD DON T KNOW ABOUT.
COME ARE LOOKING FORMARD -TO SEEING YOU ON SEPTEMBER 27TH.

(ot S8 o Z/J%@%/

. ALLEN .ST.. LAMRENCE, DIRECTOR ROBERT STASKAL
VENTURES FOR COMMUNITY IMPROVEHENT PROGRAM MANAGEMENT SPECIALIST

O S T A
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