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Welcome to the Department of Labor 
 

Congratulations on being a Department of Labor (DOL)-funded YouthBuild program. If you're 

reading this chapter, it's likely that you have received a DOL YouthBuild grant and are 

wondering how to get started. This chapter will introduce the basic concepts of YouthBuild, 

provide some historical background, and provide an "executive summary" of things you need to 

know, policies you need to begin to implement, and planning you should do now to get your 

DOL YouthBuild program off the ground. 
 

About DOL 
 

First, it's important that you become familiar with some basic information about your federal 

funder ð the Department of Labor. The YouthBuild program is located in the Division of Youth 

Services, which is a part of the Employment and Training Administration (ETA). To keep up-to- 

date on the latest news from DOL's Division of Youth Services, use this link: 

http://www.doleta.gov/youth_services. 
 

Your Guide to DOL 
 

One person whom you will need to get to know is your Federal Project Officer (FPO). To find the 

name of your FPO, look in the Special Clauses and Conditions section of your grant award 

document. FPOs are responsible for the overall management and oversight of the grants and 

should be the first person you contact for any question about your grant. 
 

Training and Resources 
 

DOL provides extensive professional development to all DOL YouthBuild programs through the 

YouthBuild Technical Assistance Collaborative (TA Collaborative). The TA Collaborative brings 
a wealth of knowledge in youth development, alternative education, organizational capacity 

building, and, of course, the YouthBuild model, with the goal of helping YouthBuild 

programs build stronger organizations and produce better outcomes for young people. A coach 

from the TA Collaborative will be assigned to be a resource to your program. A variety of 

trainings will be offered by the TA Collaborative for you and your staff, and we encourage you to 

take advantage of them. 
 

Another resource available to you as a DOL YouthBuild grantee is the online YouthBuild 

Community of Practice (CoP) ð an electronic space where grantees can share and review 

documents, exchange ideas, and carry on dialogue via questions and answers. The CoP is a 

password-protected environment which fosters continued collaboration, peer networking, and 

best practices. In this environment, grantees can support each other in implementing successful 

programs, sharing tools, and fostering partnerships. Documents and resources contained on the 

CoP will be mentioned throughout this manual, so it is important to access the CoP in order to 

follow up and gather more information.. 

http://www.doleta.gov/youth_services
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What is a DOL YouthBuild Program? 
 

DOLôs YouthBuild program is a comprehensive youth 

and community development program which 

simultaneously addresses several core issues facing 

low-income communities: education, housing, 

employment, crime prevention, and leadership 

development. It engages out-of-school, low-income 

youth ages 16-24 and provides an alternative education 

and employment pathway that enables participants to 
obtain a high school diploma or GED, advance toward 

post-secondary education or career-oriented 

employment, and take responsibility for their families 

and communities. 
 

The YouthBuild model fosters a supportive mini- 

community of youth and adults with explicitly positive 

values that encourages students to define and achieve 

their own highest goals and aspirations. Emphasis is 

 
 
 

 
 
 

Watch Video: Program Integration: An 

introduction to the process and value of 

a YouthBuild program. 

placed on leadership development and community service as part of the process by which so- 

called ñdisconnectedò young people change their relationship to society and develop a positive 

identity in which they can enjoy taking responsibility and ñgiving backò to their communities and 

families. This new identity tends to increase their motivation to succeed at school and work. 

YouthBuild allows young people to simultaneously serve their communities and build their own 

future. 
 

Many YouthBuild graduates over the years have been heard to say various versions of this 

quote: ñWithout YouthBuild I might be dead or in jail, like so many of my friends. But instead, the 

staff here cared about me so much that I began to care about my own future, and now I am in 

college (or employed) and taking care of my children. I love YouthBuild. It changed my life.ò 
 

As a DOL YouthBuild grantee, you are part of a larger network of over 200 YouthBuild grantees 

from all over the country, in rural and urban areas, serving youth from many different racial and 

ethnic groups. The YouthBuild model has evolved over more than 30 years and has benefited 

from the experiences of those who designed the model and from those who have helped 

improve it over the years, including steady input from young people through various leadership 

councils. 
 

The YouthBuild model is flexible and can be adapted to meet the needs of the community in 
which it is located. For example, some YouthBuild programs have become charter schools, 

some operate as programs of larger community-based organizations, some as part of municipal 

or tribal governments, some as local affiliates of national nonprofit organizations, and some as 

standalone community-based YouthBuild organizations. 

http://www.ybhandbooks.org/elearning/youthbuild-program-e-learning-series-introduction-to-youthbuild-programs
http://www.ybhandbooks.org/elearning/youthbuild-program-e-learning-series-introduction-to-youthbuild-programs
http://www.ybhandbooks.org/elearning/youthbuild-program-e-learning-series-introduction-to-youthbuild-programs
https://www.youtube.com/watch?v=TQAAJvtKvaY
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History of YouthBuild 
 

The first YouthBuild program was started in East Harlem in 

1978 at a small, community-based, nonprofit organization 
now called Youth Action Programs and Homes, Inc. 

(YAPH). It was developed outside of the existing public 

school, workforce development, and criminal justice systems 

as an innovative and comprehensive approach to re-

engaging young people for whom those systems had not 

worked. Most had left high school without a diploma, and 

many were court-involved; yet they had enormous potential 

to contribute to society. Young people in East Harlem were 

engaged in the process of defining what they needed and 

guiding the creation of YouthBuild. 
 

The first YouthBuild program was so successful, and the 

demand to replicate it so strong, that in 1984 YAPH 

organized a coalition in New York City and succeeded in 

obtaining city tax levy funds to replicate it in five locations in 

the city. Soon there was such a demand nationally that in 

1988 YAPHôs leadership organized a national coalition to 

obtain federal funds for its long-term replication and 

spawned a national nonprofit organization called YouthBuild USA that orchestrated national 

replication in 11 cities with private funds. Dorothy Stoneman, formerly director of YAPH, became 

president of YouthBuild USA. 
 

By 1992, YouthBuild USA and the National YouthBuild Coalition had succeeded in finding 

champions in Congress ð Senator John Kerry (D-MA), and Rep. Major Owens (D-NY) ð who 

got legislation passed called Hope for Youth: Youthbuild, that authorized YouthBuild as a 

federal program under the auspices of the U.S. Department of Housing and Urban Development 

(HUD). In 1993, 40 million dollars was appropriated to start the federal HUD Youthbuild 
program. 

 

In December of 2003, the Task Force for Disadvantaged Youth recommended that HUDôs 

Youthbuild program be transferred to DOL, because it was more closely aligned with the 

purposes of DOL than of HUD and because DOL brought special resources to the program. In 

September 2006, the YouthBuild Transfer Act was passed by Congress unanimously, and the 

administration of the program was passed to DOL. 
 

Since September 2006, DOL has taken responsibility for the development and expansion of 

YouthBuild to reach, engage, and transform the life prospects of disadvantaged youth in low- 

income communities, preparing them for post-secondary education, jobs and careers in high- 

growth industries, and community leadership. YouthBuild has now been integrated into 

Americaôs workforce development systems. 
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The YouthBuild Program Model 
 

How is YouthBuild different from other employment and 

training programs or from other youth development 

programs? Because of its comprehensive approach, the 

DOL YouthBuild program is a number of things at once: 
 

Á  It is an occupational skills training program in 

which young people receive on-site training in 

construction skills at least 40% of their time in the 

program from qualified instructors who are often 

journeyworkers. This training leads to industry- 

recognized credentials which give youth an 

advantage for placement into construction-related 

jobs or apprenticeships that can lead to careers in the construction industry. 

Á  It is an alternative school in which young people spend at least 50% of their time 
pursuing academic goals in highly individualized classrooms, which may include remedial 

education, study toward a high school diploma or GED, and preparation for post- 

secondary education and certifications. The academics in a YouthBuild program 

complement and build on the skills that young people learn on the construction site. 

Á  It is a community service program in which young people build housing for homeless 
and other low-income individuals and families, providing the most valuable and visible 

commodity for their hard-pressed communities: affordable housing. 

Á  It is a youth development program in which young people participate in peer support 

groups, life-planning processes, and counseling activities that assist them in healing from 

past hurts, overcoming negative habits and attitudes, and pursuing achievable goals that 

will help them establish a productive life, sustaining themselves and their immediate 

families. Case management processes help young people negotiate linkages to 

community resources that they need to achieve their goals. 

Á  It is a leadership development program in which young people share in the governance 

of their own program and participate actively in community affairs, learning the values and 

the lifelong commitment needed by effective and ethical community leaders. 

Á  For many, it serves as a prisoner re-entry or diversion program with as many as 40% 
of DOL YouthBuild participants nationwide having been court-involved. The 

comprehensive YouthBuild program has shown itself to radically diminish recidivism rates 

for young offenders. 

Á  It is a long-term mini-community in which young people make new friends committed to 

a positive lifestyle, may pursue cultural and recreational activities together, and can 

continue to participate through follow-up services and leadership opportunities for 

graduates. 
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Á  It is a community development program, in which community organizations obtain the 
resources to tackle several key community issues at once, strengthening their capacity to 
build and manage housing for their residents, educate and inspire their youth, create 
leadership for the future, and generally take responsibility for their neighborhoods. 

Á  It is fast becoming a green program, where YouthBuild staff and participants are working 
to lessen the environmental impact of home construction and renovation ð the source of 

two-fifths of national energy consumption and extensive greenhouse gas emissions. In 

the process, YouthBuild participants are taking advantage of the surging clean energy 
economy to gain access to rewarding careers as new products, technology, and methods 
emerge in construction-related industries. 

Thus, YouthBuild is a comprehensive model in which all parts work together to engage low- 

income young people to further their education and move on to careers, further training or post- 

secondary education, and responsibility for the well-being of their families and communities. It is 

designed as an effective way for young people to transform their lives through taking 

responsibility for themselves, their families, and their communities. 
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Program Components 
 

All DOL-funded YouthBuild programs must contain five basic components: 
 

1.   Education to acquire literacy and numeracy gains, secondary education credentials, 

industry-recognized credentials, and preparation for post-secondary career and education 

placements and completion; 
 

2.   Construction that provides on-site skills training through well-supervised housing 

rehabilitation or construction work and leads to industry-recognized credentials for young 

people; 
 

3.   Counseling and Case Management to assist students in setting and achieving their goals; 
 

4.   Leadership Development through program decision-making, responsible leadership roles, 

and the study of how to improve the community; and 
 

5.   Transition Services for Graduate Success, including college and career counseling 

leading to placement in education or employment and post-graduation follow-up to support 

retention and completion in these placements. 
 

Like all youth development programs, these program components need to be led by caring and 

competent staff, coordinated by a full-time Program Director. They need to be integrated with 
each other through intentional program design, operational policies, staff training, and 

coordination. 
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Education Component 
 
 

Education (and career/college readiness) should be 

designed to meet the needs of participants and must 

comprise at least 50% of the programôs overall 

curriculum. This component should include basic skills 

instruction, accelerated learning for young people who 

are significantly behind grade level, bilingual education 

for persons with limited English proficiency, and 
curriculum designed to lead to the attainment of a high 

school diploma or a General Educational Development 

(GED) credential. It should also incorporate a strong 

component encouraging young people to explore 

community college or other post-secondary education 

options, including college tours, assistance in obtaining 

financial aid, and introduction to college life courses. It 

is especially important for programs offering GEDs to 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
Watch Video: Education: YouthBuild 

students and staff discuss the value of 

their YouthBuild Education program. 

encourage young people to consider community college from the first day of their enrollment in 

YouthBuild by visiting local community colleges and talking about community college as a goal. 
 

For those students who enter with a high school diploma or a GED, remedial education will be 

necessary to improve basic skills to prepare for college or careers. For many students, basic 

literacy must precede preparation for a diploma or the GED exam. For those whose skills are 

sufficient, enrollment in college classes simultaneous with YouthBuild participation may be 

available through building partnerships with community colleges, technical schools, or other 

institutions. Cultural history, current events, social studies, and leadership skills are also generally 

part of the academic curriculum. Career readiness training includes assessing one's strengths 

and interests, job-seeking skills, and general preparation for handling oneself maturely in the 

world of work. 
 

Successful YouthBuild programs aim for a teacher:student ratio of 1 teacher for 28 students, 

understanding that at any given time only 14 students are in the classroom due to the studentsô 

division of time between school and the construction site. 

 
Commitment to Education Component Success 

DOL believes that re-engaging youth in innovative alternative education environments that are 
designed to help them succeed, such as the ones exemplified in well-run YouthBuild programs, 

are critically important. Before your first participants even enter the classroom, before teachers 

are hired and educational materials are purchased, there are a number of things that should be 

considered. Creating and sustaining an excellent education component will require talented 

educators and staff who are fully committed to supporting student success and ongoing 

professional development. 

http://www.ybhandbooks.org/elearning/education-at-a-youthbuild-program
http://www.ybhandbooks.org/elearning/education-at-a-youthbuild-program
http://www.ybhandbooks.org/elearning/education-at-a-youthbuild-program
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The basic legislative requirements for the educational component of a YouthBuild program are: 
 

Á  students must be offered education and related services and activities during at least 50% 

of the time during which they participate in the program. Related services and activities 

include leadership training, career and post-secondary education readiness classes, 

counseling, and other support activities; 

Á  educational services and activities must be designed to meet the basic educational needs 
of students, possibly including 

ï  basic skills instruction and acceleration geared towards the attainment of a GED or 
high school diploma; 

ï  bilingual education for individuals with limited English proficiency; and 

ï  counseling and assistance in attaining post-secondary education and financial aid. 
 

But beyond the basics required by the legislation, DOL encourages you to consider the following 

key elements as you begin to plan your education component: 
 

Á  Regular standardized academic testing should be held every three months, starting 

from student orientation or ñMental Toughness.ò Establish the use of either TABE or 

CASAS for testing. You must use the same test for pre- and post-testing. 

Á  Experiential and project-based learning will creatively and practically challenge 
YouthBuild participants to keep them engaged in their own learning. In addition, project- 

based learning is an excellent way to link the academic and construction elements of 

YouthBuild. 

Á  A multifaceted portfolio program will help youth produce products that will demonstrate 

their academic and work-based skills. Such portfolios could include multimedia formats 

and creative approaches to produce multiple projects and products across core academic 

subject areas as well as to meet professional requirements of employer and post- 

secondary institutions. 

Á  A strong post-secondary education component should be a part of the education 

program. This should include such things as expectation building around college 

attendance from day one of the program, regular college campus visits, dual credit 

courses while students are still at YouthBuild, assistance in completing college application 

and financial aid forms, and determination of areas of academic and career interest. 
Regular standardized post-secondary placement testing options such as the COMPASS 
and ACCUPLACER tests are an important part of the post-secondary education 
component. 
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Á  Appropriate physical space in which to 
conduct classes is another key piece of the 
education component. It is recommended that 
the site used for educational programming: 

ï  be in the same building or close to the 
administrative offices, for ease of 
communication and coordination; 

ï  be easily accessible from the construction 

site if at all possible (this is not always 

possible, particularly for rural programs), as 

participants must sometimes travel back and forth for counseling, meetings, and 
other activities; 

ï  have both large classroom space and space that is appropriate for and conducive to 
individual and small group work; and 

ï  Include room for vocational classroom instruction ð either a corner of a large 
classroom with shop materials, or an actual shop classroom nearby. 

It is helpful if the physical space communicates a culture different from that which the 

students previously experienced in the schools that did not work for them. Many programs 

use a variety of attractive message posters all over the walls, representing the values, goals, 

and philosophy of the program as well as examples of student work that motivates ongoing 

learning, and copies of GEDs or diplomas obtained by previous students. Classrooms are 

generally smaller and more informal, individualized in methodology, with students helping 

each other and teachers using differentiated instruction practices and regular assessments 

to insure that students have mastered the material before moving on. Clear goals and 

learning objectives are posted in classrooms, and student work and motivational materials 

are found throughout the space. 
 

 
FOR MORE INFORMATION 

 

Detailed information about the Education component of a YouthBuild program can be found in 

the Education chapter of the YouthBuild Program Manual. 
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Construction Component 
 
 

On-Site Construction Training on a closely supervised 

construction site, with high standards of teamwork 

and productivity, must comprise a minimum of 40% of 

the programôs overall curriculum. Successful DOL 
YouthBuild programs strive for an on-site ratio of no 

more than seven young people per supervisor. On- 

site training must focus on rehabilitation or new 

construction of housing for homeless, low-income, or 

very-low-income families or individuals. In addition, 

through its Occupational Safety and Health 

Administration (OSHA), DOL has specific policies 

around health and safety that must be followed on the construction site. It is important that all 
grantees review these safety requirements at the link below. 

 
 

RESOURCES 
 

See  Safety Requirements Summary for YouthBuild Grants. 

 
Vocational education, including classroom training in construction terminology and concepts, 

and earning industry- or trade union-recognized credentials is also part of the construction 

component provided at a YouthBuild program and counts towards one of the long-term DOL 

outcomes. 

 
Commitment to On-Site Construction Success 

Ideally, the construction site that you have selected will have several attributes. If possible, it 

should be a site where your participants have the opportunity to participate in all phases of the 

construction industry. This gives participants exposure to many different elements of the 

construction field and encourages a greater sense of ownership and pride in project progress. 

There are other logistics to consider during the planning phase as well: 
 

Á  Is there enough room at the construction site to conduct training for all participants? 

Á  How will weather (rain, snow, cold) affect construction and training? 

Á  How will staff and participants get from the classroom to the site? 

Á  How will tools and materials be transported and kept secure? 

Your Statement of Work (SOW) is the proposal that your organization submitted to DOL for 
funding. It contains a detailed description of the construction site you proposed to DOL. If for 

any reason you must change the site you are using for your on-site training, you will have to 

submit a modification to your grant agreement. Contact your FPO for information on how to do 

this. 

http://www.doleta.gov/youth_services/pdf/Safety_Requirements_Summary.pdf
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Another aspect of your construction component to consider is whether or not to participate in the 

YouthBuild Trainee-Apprenticeship Preparation program (YB-TAP). DOL strongly 

encourages YouthBuild programs to participate in this program. YB-TAP is a set of national 

standards that were developed in conjunction with DOL's Office of Apprenticeship as a basis from 

which YouthBuild programs can work to establish an apprenticeship preparation program that 

meets the needs of their area. YB-TAP has as its objective the preparation of construction 

trainees with basic and soft-skills training, as well as training in entry-level technical skills that 

meet the requirements for entry into a registered apprenticeship program. The YB-TAP standards 

are designed specifically for YouthBuild to support the transition of its participants into registered 

apprenticeship opportunities and create consistency in the construction skills training offered by 

YouthBuild programs, as well as providing portable credentials for YouthBuild participants. By 

using the YB-TAP standards, your YouthBuild program will be an 

approved training program of the DOL Office of Apprenticeship. 
 

Those programs who participate in the YB-TAP will be able to offer a Certificate of Training from 

the DOL Office of Apprenticeship Administrator to those registered trainees (your YouthBuild 

participants) who successfully complete the trainee apprenticeship preparation training 

requirements. These are specific requirements outlined in the Work Process Schedule of the 

YB-TAP. 
 

If your YouthBuild chooses to register with the YB-TAP, your organization will be a participant in 

a national Trainee-Apprenticeship Preparation program. As such, your YouthBuild program will 

be an approved training program of DOL, which will allow you to pay your participants less than 

the Davis-Bacon prevailing wage rates when performing work with federal funds. 
 

The Davis-Bacon laws require that those working on certain federally funded projects pay their 

laborers not less than the prevailing wage rates in the area. YouthBuild programs that 

participate in the YB-TAP may pay their trainees less than prevailing wages but not less than 

minimum wage. For more information on Davis-Bacon, go to: 

http://www.dol.gov/compliance/guide/dbra.htm 
 

 
RESOURCES 

 

Complete information can be found in  YB-TAP Standards and 

YB-TAP FAQs. These documents include minimum training requirements, registration 

requirements and more. 

 
Industry-recognized Credentials 

As part of their construction component, DOL YouthBuild programs need to offer participants 
the opportunity to attain an industry-recognized credential. The two industry-recognized 

credentials currently being offered by most DOL YouthBuild programs are those designed by 

the Home Builder's Institute (HBI), a nonprofit and educational arm of the Home Builder's 

Association, and the National Center for Construction Education and Research (NCCER), a 

nonprofit and educational organization with a focus on commercial construction. Both industry- 

recognized credentials are portable and have been developed with extensive industry input so 

they meet the definition of a certificate for the DOL performance outcome and are extremely 

beneficial to YouthBuild participants. The DOL TA Collaborative offers training in these 

credentials for YouthBuild program staff interested in becoming certified trainers. 
 

A third credential recommended under YB-TAP is offered by the AFL-CIO Building Trades 

Department and is received for completion of the Multi-Craft Core Curriculum. Arrangements for 

delivering this curriculum must be made locally with the local Building Trades Council. This 

http://www.dol.gov/compliance/guide/dbra.htm
https://youthbuild.workforcegps.org/resources/2014/08/21/10/12/yb-tap-standards
https://youthbuild.workforcegps.org/resources/2014/08/21/10/12/yb-tap-faqs
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curriculum provides a pathway for YouthBuild graduates to enter union apprenticeships and also 

counts toward the certificate measure. Information on these three credentials can be found at: 
 

Á  Home Builders Institute:  http://www.hbi.org/Programs/Training-Programs/PACT-Programs 

Á  National Center for Construction Education and Research: 
http://www.nccer.org/curriculum 

Á  Emerald Cities Collaborative:  http://www.emeraldcities.org/?q=multi-craft 
 

Construction Safety 

Safety is a crucial part of the construction element of 

your YouthBuild program. To promote the safety and 

health of youth working on YouthBuild projects, DOL 

requires that YouthBuild grantees: 
 

Á  provide comprehensive safety training for youth 
working on YouthBuild construction projects; 

Á  have written, job-site specific safety plans 
overseen by an on-site supervisor with authority 
to enforce safety procedures; 

Á  provide necessary personal protective equipment 
to youth working on YouthBuild projects; and 

Á  submit to DOL the OSHA 301 Injury and Illness Incident Report within seven days of any 
reportable injury suffered by a YouthBuild participant. Reportable injuries include those 

that result in death, days away from work, restricted work or transfer to another job, 

medical treatment beyond first aid, or loss of consciousness. 

Federal and state health and safety standards apply to YouthBuild participants. Such standards 

include laws governing child labor which prohibit youth ages 16 and 17 from working in 

identified hazardous occupations. Occupations prohibited for 16- and 17-year-olds under these 
ñhazardous ordersò relating to construction include, but are not limited to: 

 

Á  operating circular saws; 

Á  working on or about roofs; 

Á  demolition work; 

Á  excavating and trenching; 

Á  operating a fork lift or a hoist; 

Á  operating power-driven woodworking machines; and 

Á  driving a motor vehicle on the job. 

Health and safety standards applicable to YouthBuild projects also include using OSHA 300, 

300A, and 301 forms, or equivalent forms, for recording injuries and illnesses. The OSHA 300 

form is called the Log of Work Related Injuries and Illnesses, the 300A is the Summary of Work- 

Related Injuries and Illnesses, and the OSHA 301 form is called the Injury and Illness Incident 

Report. Copies of the forms are available on line at:  
https://www.osha.gov/recordkeeping/RKforms.html 

 

 
FOR MORE INFORMATION 

 

Detailed information about the Construction component of a YouthBuild program can be found 

in the Construction chapter of the YouthBuild Program Manual. 
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Counseling and Case Management 
 
 

Counseling and Case Management is designed to 

help participants address barriers and challenges that 
interfere with fulfillment of their potential and 

successful life outcomes. Case management helps 

participants set goals and link to other community 

resources as appropriate to assist with challenges 

related to health, substance abuse, housing, 

childcare, family, or legal issues. Individual and group 

counseling should also be available for all participants. 

Individual and group counseling, including peer 

support groups, can help participants further develop 

their goals; overcome the effects of past physical, emotional, or sexual abuse; address drug or 
alcohol addiction; and develop successful habits and values related to life goals, use of money, 

personal relationships, drug abuse and other challenges. When it is needed, referral to 

professional counseling services should be available. 

 
Commitment to Counseling and Case Management Success 

Young people can experience obstacles that are both internal and external (internalized feelings 
from past experiences, current interpersonal problems, and system-related challenges) and 

should receive help in dealing with both types of obstacles. As you set up your Counseling and 

Case Management, consider these elements, which have been shown to lead to success: 
 

Á  Counseling and Case Management is seen as a critical component to student success. 

This is evidenced by program structures which support case management/counseling 
activities (for example, time and private space set aside for one-on-one counseling or 
case management). 

Á  The program has defined counseling and case management goals and objectives, 
including the creation with each student of an Individual Development Plan (IDP) or ñLife 
Plan,ò that defines his or her own goals in key areas of life. 

Á  The program has trained on-staff counselors or case managers (ideally a ratio of no more 
than 28 students/counselor). Good counselors or case managers typically have a 

bachelorôs degree or graduate training with an emphasis on counseling, a deep 

commitment and capacity to work with young people, very good judgment, excellent 
listening skills, and patience. Many of the most successful have also experienced and 

overcome problems similar to those facing the young people. 

Á  The program has identified a network of outside resources that the case managers or 

counselors can draw on to support students (substance abuse counseling, housing 
assistance, childcare resources, professional therapeutic counseling, etc.) and a clear 
sense of when it is appropriate to refer young people to these resources. 

Á  Regular one-on-one case management/counseling sessions with participants are 
scheduled. Case notes are entered into the DOL MIS. 

Á  Regular peer group discussion and/or counseling sessions are scheduled, and records 
are regularly maintained. 
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Á  Life planning and life skills classes are a part of the programôs regular schedule, and 
counselors and case managers are skilled at offering transition advice and support, as well 
as linking to community resources that can support postsecondary education and job 
transitions. 

Á  A case conferencing system exists in which key front-line staff (counselors, teachers, and 
construction trainers) discuss individual students and make plans for maximizing their 

success, while respecting confidentiality of studentsô personal concerns. The 
counselor/case manager also plays a role in the placement and transition of the young 
person after he or she completes the program. 

Á  Counselor supervision and support is in place. 

Á  Staff has envisioned how to create a program culture that fosters personal growth of 
students. 

Some successful programs have included in their counseling/case management plan the 

assignment of a certain number of students to each staff member for ongoing individualized 

mentoring and support toward helping them achieve the goals they have set in their IDP or Life 

Plans. This strengthens the impact of the counseling/case management component, builds 

cohesion among staff, and deepens the program culture of commitment to student success 

through relationships with caring adults. 
 

 
FOR MORE INFORMATION 

 

Detailed information about the Counseling and Case Management component can be found in 

the Counseling and Case Management chapter of the YouthBuild Program Manual. 
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Leadership Development 
 

 
Leadership Development is critical to the YouthBuild 

model and is designed both to motivate students 

toward self-development and to further employment 

and leadership skills. Good leadership is defined by 

many YouthBuild programs as taking responsibility to 

make things go right for your life, your family, your 

program, and your community. It is important to foster 

personal leadership skills in all participants, so that 

they can take responsibility for their own lives and 

contribute positively to their families and communities. 

Young people who take themselves seriously as 

thinkers and contributors make better college 

students and employees, as well as leaders. The program and community also benefit when 

young people are involved in the governance of the program. Helping young people think 
through how they would recommend changing the conditions in their communities that create 

suffering for their families and neighbors generates a sense of responsibility and expresses 

respect for their intelligence. 
 

Commitment to Leadership Development Success 

The expectation that young people in a YouthBuild program be involved in program decision 
making and that they get training in leadership skills is one of the key factors that distinguishes 

YouthBuild from other job training and alternative education programs. To build an effective 

leadership development component in your new DOL YouthBuild program, you should consider 

the following key elements that are core to a strong DOL YouthBuild Leadership Development 

component. 
 

Á  Include leadership development in all components of your YouthBuild program. 

Integrate leadership development activity into the classroom, the construction site, 
program operations, counseling/case management and placement. Put leadership 

development objectives in each staff personôs work plan annually, and make them part of 

the performance review process. 

Á  Establish a set of leadership development competencies that young people are 

expected to pass before graduation. This will help you plan leadership development 

activities, workshops, skills training, and experiences linked to the competencies. Sample 

leadership development competencies can be found in the Tool Bench. 

Á  Develop an effective policy committee that receives training on how to effectively 
participate in and facilitate meetings, meets weekly with the Program Director, and has a 

defined set of responsibilities that may include reviewing program progress and policies, 

assisting with interviewing prospective staff, creating new initiatives that will strengthen 

the program, participating in fundraising, and recommending solutions to problems that 

have presented themselves. Advice on creating an effective policy committee can be 

found in the   YB Policy Committee Handbook located in the Community of Practice. 
 

FOR MORE INFORMATION 
 

Detailed information about the Leadership Development component of a YouthBuild program 

can be found in the Leadership Development at a YouthBuild Program Handbook . 

https://youthbuild.workforcegps.org/resources/2014/08/21/10/06/creating-a-youth-policy-committee
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Transition Services for Graduate Success 
 
 

Transition services that support the successful 

transition of graduates into post-secondary education 
or employment and assistance acquiring college 

scholarships or AmeriCorps education awards, post- 

graduation follow-up and support to insure retention in 

these placements, and ongoing leadership 

opportunities for graduates is a key component of all 

YouthBuild programs. 
 

Á  Placement in post-secondary education or 

employment is one of the core DOL outcomes 

and a key measure of success for all participants. Success on this outcome requires a 
strong transitions component, including a staff person responsible for building 

relationships with employers, community colleges, registered apprenticeship programs, 

and other advanced training programs. Additional activities which may support this 
outcome are career counseling, pre-apprenticeship training, college exploration, driver's 

education training, access to AmeriCorps education awards and individual development 
accounts, and internships in work environments. Activities to support success in this area 

should begin at orientation. 

Á  Post-graduation follow-up for one year is required by DOL, but more importantly, is 

crucial to support YouthBuild graduates in their transition to post-secondary education, 

employment, or further training. Regular check-ins with graduates at their job site or 

education program should be a part of all YouthBuild programs. Assistance in solving 

problems that are undermining placements should be available. Alumni gatherings or 

other activities featuring opportunities for peer support, counseling, and further education 

on common challenges are important to help graduates make a successful transition to 
their next step in life. 

Á  Leadership opportunities for graduates to return and help orient students, to serve on 

the Board of Directors, to assist with fundraising, to speak on behalf of the program, or 

otherwise publicly represent the program allow graduates to continue to belong to the 

YouthBuild community and to serve as inspiring role models and mentors to current 

students. The motto ñOnce in YouthBuild, Always in YouthBuildò helps reassure students 

that they will not be forgotten when they graduate. 

 
Commitment to Graduate Success 

Planning for your participants' placement in employment and/or post-secondary education must 

begin from the moment you receive your grant from DOL. By ensuring that your program 

maintains a culture of employment and post-secondary education from day one, you will assist 

your graduates in their transition into the workforce or post-secondary education. Building a 

strong graduate success component of your YouthBuild program should include these four 

elements: 



YOUTHBUILD PROGRAM MANUAL 

CHAPTER 1: GETTING STARTED AS A NEW DOL YOUTHBUILD PROGRAM 

18 

 

 

 

1.   A program culture with a forward focus that 

connects the work that students are doing now in 

YouthBuild with the work and education they want 

to be doing in the future. Such a program culture 

has a dedicated staff person for career 

development and placement, introduces career and 

post-secondary opportunities during recruitment, 

and continually emphasizes them throughout the 

program through workshops, internships, interest 

inventories, college tours, college displays, and 

the like. 
 

2.   Preparation for your young people to move into 

post-secondary education or the workforce. Such preparation includes interest inventories 

early on in the program, Life Plans as a centerpiece of career development, rigorous 

education outcomes, and opportunities to earn industry-recognized certificates and 

credentials, and early, ongoing positive exposure to the world of work. 
 

3.   A set of partnerships that promotes placement in post-secondary education and careers. 

To develop these partnerships, your program must systematically reach out to the private 
sector, establish agreements with post-secondary institutions, and create an advisory board 

with key contacts to build a bridge between your program and the workplace or college. 
 

4.   Placement and a set of retention supports after the program. Young people are placed in 

post-secondary institutions or jobs with career potential in accordance with their interests 

and aptitudes, and it is part of the job developer or case managerôs job responsibility to 

support them in those placements. 

 
Post Program Support 

Graduate success also includes support for young people after they leave your program. Once 
your YouthBuild graduates are placed in employment, education, apprenticeships, or further 

occupational skills training, you still have a role to play. DOL requires that your program provide 

follow-up services to your YouthBuild graduates for one full year after they exit your program. 

Many YouthBuild programs choose to offer follow-up services for longer, using non-DOL funds. 
 

Regardless of the model you choose, the first year after completion of YouthBuild can be very 

challenging. Graduates have left a protective "cocoon" of positive, supportive adults who have 

high standards and expectations for them and who understand the challenges they deal with on 

a day-to-day basis and have actively helped them address these challenges. It is crucial that you 

keep in close touch with your YouthBuild graduates during this first year of transition into 

the world of education or employment to offer support, encouragement, and assistance with 
challenges that arise so they donôt get derailed. 

 

There should be one staff person who is accountable for follow-up services for graduates, or this 

responsibility can sometimes fall through the cracks. Some programs choose to have a separate 

alumni coordinator, and some programs include this responsibility with one of the case managers 

or with the job developer. Regardless of which person is assigned, make sure you have a plan 

for keeping in touch with your participants before they leave the program. Ask for 

the names and phone numbers of five people who will always know how to reach each 

participant and use Facebook, Twitter, and other social networking sites to keep in touch with 

your graduates. 
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Some programs find that weekly check-ins are extremely helpful during the first three months 

after a graduate is placed in employment or education. If at all possible, at least once a month 

the check-in should be in person. After the first quarter, biweekly check-ins should suffice if your 

graduate is not facing any challenges. At some point, check-ins can shift to a monthly schedule 

at the judgment of the staff member. Early on, the check-ins should occur where your graduates 

are working or studying, so you can see them in their new environment. This may provide 

helpful information to you about challenges they are facing that they have not brought up and 
also give you ideas about people who can serve as resources or mentors to them in the 

workforce or at school. If possible, link your graduates to other YouthBuild graduates at the 

same job site or college campus for support. Often, college support staff can work with you to 

provide support to your graduates who are placed in post-secondary institutions. Also, you 

should meet with their supervisors at work to see if there are any problems that you might be 

able to address with your graduates. 
 

When placements are obtained through partnerships with employers and colleges, ongoing 

regular communication with the employer or college is important in order to demonstrate 

continued commitment to the success of the placement, to maintain the relationship, and to spot 

problems quickly that need your attention. 

 
FOR MORE INFORMATION 

 

Detailed information about the Graduate Success component of a YouthBuild program can be 

found in the Job Development and Post-Graduate Program chapter of the YouthBuild Program 

Manual. 
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Program Culture 
 

 
 

 
Program culture is the mortar that connects these five elements into a strong program. The 

creation of a successful program culture does not happen by accident ð it is an intentional 

activity. A program culture that is supportive but also prepares young people for a future of work 

and post-secondary education will lead to greater participant success. This culture begins 

during recruitment and should continue through placement retention. A successful program 

culture includes the following elements: 
 

Á  Structure: Clear rules, clear roles, tight schedule, measurable objectives, and reliable 
systems. 

Á  Purpose: Personal goals, program goals, public service, housing construction, 

transformation, and advancement. 

Á  Authenticity: Real work, real success, honesty, compassion, and real consequences in 
discipline. 

Á  Proven Program Qualities: Careful and comprehensive implementation of the program 
qualities listed on page 24. 

Á  Intensity: Lots of success, hard physical work, big issues discussed, and celebrations. 
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The Four Supporting Administrative Systems 
 

To adequately support and implement the five YouthBuild program components and ensure the 

best possible program outcomes, the following administrative systems must also be in place: 
 

1. Accounting, reporting, and program evaluation systems; 

2. A Management Information System (MIS); 

3. Program policies, including payment methods and exit determinations; and 

4. A participant outreach, recruitment, selection, and orientation plan. 
 

Later chapters in this manual go into detail on each of these five program components and the 

four administrative systems. These chapters can be found on the CoP. 
 

1.   Accounting, reporting, and program evaluation systems should be in place to ensure 

efficient and accurate management and reporting of federal grant funds. Accounting systems 

should follow Generally Accepted Accounting Principles (GAAP) for nonprofit and 

governmental organizations. Organizations should be prepared to meet the audit 

requirements of DOL and all requirements of OMB Circular A-133. Quarterly reports to DOL 

should be submitted on time and be accurate to the best of the programôs ability. Accounting 

and strong financial policies and procedures are key to building a strong, sustainable 

organization. 
 

2.   Use of the DOL YouthBuild Management Information System (MIS) is required for all 

DOL YouthBuild grantees. All data required by the DOL web-based MIS must be entered on 

a timely basis to report on the DOL outcomes of literacy/numeracy attainment, 

degree/certificate attainment, placement in employment or education, recidivism, and 

placement retention. Help is available from the DOL MIS Helpdesk. It is important that 

Executive Directors and Program Directors pay close attention to the data their program is 

entering into the MIS and ensure that it is correct. The data entered into the MIS is the basis 

for quarterly reports submitted to DOL that must be certified for accuracy. 
 

 
FOR MORE INFORMATION 

 

Call the MIS Helpdesk for any problems using the DOL MIS at 1 (866) 680-0855 via email at 

missupport@youthbuild.org 

 
3.   Program Policies ensure that DOL YouthBuild programs have created manageable goals 

and program structures to ensure success. Policies around when and how to pay 

participants will address budgetary concerns around how much to put toward stipends and 

wages, will provide incentives and rapid rewards for excellent performance, and will create a 

sense of accountability in youth while ensuring consistent application. Implementing 

standardized policies for discipline, attendance and needs-based payments will increase 

student retention, attendance, and morale. Policies around exit determination will ensure 

that youth are provided with all the supports they need for success and may prevent 

artificially early exits prior to landing successfully in a post-secondary or employment 
placement. 

mailto:missupport@youthbuild.org
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4.   Outreach, recruitment, and selection should be designed to attract youth eligible for 

YouthBuild. All YouthBuild programs funded by DOL must use the following eligibility 

requirements, as required by the YouthBuild Transfer Act. 
 

Young people must be: 
 

Á  between the ages of 16 and 24, inclusive, at the time of enrollment; and 

Á  have dropped out of high school (see exception to this rule below). 

In addition to those two criteria, a DOL YouthBuild participant must be (see exception to this 

rule below): 
 

Á  a current or former foster youth and/or 

Á  a youth offender and/or 

Á  an adult offender and/or 

Á  a youth who is an individual with a disability and/or 

Á  a migrant farm worker youth and/or 

Á  a child of an incarcerated parent and/or 

Á  a low-income youth 
 

25% Exemption 

If the applicant has a high school diploma/GED or is not a member of one of the targeted 
populations above, but is basic skills deficient, he or she can be enrolled under the 25% 

exemption which states that up to (but not more than) 25% of the participants in the program 

may be youth who do not have a diploma or GED or are not members of a disadvantaged 

population based on the criteria above but are: 1) basic skills deficient, despite attainment of 

a secondary school diploma, GED credential, or other state-recognized equivalent (including 

recognized alternative standards for individuals with disabilities); or 2) have been referred by 

a local secondary school for participation in a YouthBuild program leading to the attainment 

of a secondary school diploma, only if the YouthBuild program to which they are referred is 

a high school diploma-granting program. 
 

 
 
 

FOR MORE INFORMATION 
 

Detailed information about Recruitment, Selection, and Orientation can be found in the 

Recruitment, Selection, and Orientation chapter of the YouthBuild Program Manual. 
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Program Qualities 
 

Looking at basic components is one way to get an 

overview of the YouthBuild program. Another equally 

valuable way is to assess the qualities that are most 

likely to create a meaningful, integrated, and 

successful program with an appealing and inspiring 

program culture. Many YouthBuild participants come to 

the program with years of past negative experiences. 
Programs must deliberately create a culture that helps 

students reverse these experiences. From the moment 

applicants walk in the door, their experience should be 

dramatically different from past experiences in other 

institutions. They should experience safety, respect, caring, and a sense of community, with 

high standards and positive values. 
 

The following positive qualities have proven to create a particularly successful environment 

incorporated into all aspects of a YouthBuild program: 
 

Á  profound respect for the intelligence of participants; 

Á  a reasonable degree of power for them over their immediate environment; 

Á  meaningful and important work; 

Á  real, patient caring for their development; 

Á  actual teaching of skills; 

Á  a firm and loving challenge to stop self-destructive behavior and change negative 
attitudes; 

Á  family-like support and appreciation from peers and adults; 

Á  caring support in coping with extraordinary challenges; 

Á  high standards and expectations; 

Á  inspiring and caring role models including individuals from similar cultural backgrounds as 
the students; 

Á  understanding of all participantsô proud and unique cultural background; 

Á  heightened awareness of the present-day world and their important place in it; 

Á  a path to future opportunity; 

Á  opportunities for enjoyable social and recreational activities; and 

Á  real concern and action from the agency about changing the negative conditions that 
have affected them and their community. 
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Measuring and Tracking Success 
 

Successful outcomes are key to any program. 

Remember, outcomes represent young people and 

their success, so tracking outcomes is crucial to 

managing and continually improving your program for 

the benefit of your young people. Documenting your 

success through tracking your outcomes is also 

essential to gain funding from other sources. 
 

DOL is required to report to Congress on YouthBuild 

outcomes nationwide. Your program and your 

outcomes make up part of that reporting so your 

outcomes play a role in supporting the YouthBuild 

program nationally as well. 
 

The Five DOL Program Outcomes 
 

DOL has established five program outcomes for which all DOL YouthBuild programs are held 

accountable. It is important for you to share these outcomes with your staff and make plans for 

tracking, meeting, and reporting these outcomes to DOL through the web-based MIS. You 

should familiarize yourself thoroughly with the outcomes and how they are measured and 

captured in the MIS. The five outcomes are: 
 

1.   Placement in Employment or Education 

2.   Attainment of a Degree or Certificate 

3.   Literacy and Numeracy Gains 

4.   Retention in Employment or Education 

5.   Recidivism 
 

The first three of these outcomes are also DOL Common Measures, utilized by many federal 

agencies to provide the ability to compare results across programs that serve the same 

population. 
 

Interim Outcome Measures 
 

While DOL does not require them, there are interim outcome measures that can guide the 

program during the program cycle. These include attendance and program retention, which give 

internal management immediate indications of how the program is progressing. Many programs 

also track wages upon placement as an important measure, which can be tracked through the 

DOL MIS. 
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Below is additional information on why each outcome is important to the success of your young 

people and how each outcome is measured. 
 

Á  Placement in Employment or Education: Entering post-secondary education, long-term 

training, or employment is the key to transitioning to adulthood and independence for our 

young people. This outcome measures the percent of participants placed in employment, 

post-secondary education, military, or long-term occupational training in the first quarter 

(three months) after the quarter in which the participant exits the program. The number 

placed is divided by the total number of participants who exited the program in the 

previous quarter. 

 
Á  Attainment of Degree or Certificate: Attaining a high school diploma, GED, or industry- 

recognized credential is a stepping stone for young people to higher education, higher 

earnings and more meaningful careers. This outcome measures the number of participants 

who attain a degree or skills certificate by the end of the third quarter after they exit divided 

by the total number of participants enrolled. This includes attainment of a GED, high school 

diploma, or industry-recognized occupational skills certificate. A complete definition of 

industry-recognized skills certificate can be found at: 

http://wdr.doleta.gov/directives/attach/TEGL17-05_AttachB.pdf. However, you should note 
that this measure does not include certificates awarded by Workforce Investment Boards, 
work readiness certificates, driversô licenses, CPR certificates, or OSHA certificates. 

 
Á  Literacy and Numeracy Gains: A young personôs increased ability to read and compute is 

the foundation for the other program outcomes. Unlike the other outcomes, this one 

measures growth. This outcome measures the number of participants who were basic 

skills deficient at enrollment who increase one or more educational functioning levels in 

literacy or numeracy. This outcome must be achieved within one year of enrollment. Basic 

skills deficient generally means an individual is reading, writing, computing, or speaking 

English at or below the eighth grade level. For educational functioning levels definition, 
please see  http://wdr.doleta.gov/directives/attach/TEGL17-05_AttachB.pdf. 

 
Á  Retention in Employment or Education: We know that it is not enough simply to place 

our young people in a career or college. In order to significantly reap the benefits of these 
placements, young people must stick with them. This outcome measures the number of 

participants who were placed in employment or education in the first quarter after exit that 

are in a placement in the second and third quarters after exit. They do not have to be in 

the same employment or education placement in each of the three quarters. 

 
Á  Recidivism Rate: Another major goal for our young people is to keep them out of prison. 

This outcome measures the number of youth who had been youth or adult offenders at 
the time of enrollment and have been re-arrested for a new crime or re-incarcerated for 

revocation of parole/probation within one year from the date of their enrollment. Note that 

if no re-arrest/re-incarceration occurs by one year from the enrollment date, the program 

must enter ñnot re-arrestedò in the MIS to get credit for this outcome. Also, if a participant 

is re-arrested and subsequently released without conviction, he or she is not included as a 

recidivator. 

http://wdr.doleta.gov/directives/attach/TEGL17-05_AttachB.pdf
http://wdr.doleta.gov/directives/attach/TEGL17-05_AttachB.pdf
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Getting Started: Planning for Your First Year 
 

Once you receive your DOL grant, you must immediately 

begin planning for your first cohort of YouthBuild 

participants. It takes most DOL YouthBuild programs 

about five months between receiving the 

ir grant and enrolling their first group of participants. It 

may take you more time or less time, but this time period 

is key for you to plan a successful first year for your 

participants. 
 

Your first guide for this time period should be the 

Statement of Work (SOW) in your grant agreement. This 

is the proposal you wrote in order to receive your 

DOL grant. It reflects the agreement between your organization and the federal government 

about how you plan to use the federal funding you are about to receive. Use your SOW to help 

you plan your first year. In addition, read all the circulars that are referenced on the first page of 

your grant package. 

 
What follows is information which can help guide you through some of the planning that must 

take place between the time you receive your grant agreement from DOL and your first day of 

classes at YouthBuild. Some of these tasks are dependent on whether you are a separate 

501(c)(3) organization or part of a larger organization. For example, if your YouthBuild program 

is part of a larger community-based organization, your organization likely already has a payroll 

system, insurance, and other systems in place. 
 

Month 1 
 

�F    Reread your SOW as a reminder of what you have agreed to do. 
 

�F    Consider any award negotiations and early modifications with your FPO. 
 

�F    Negotiate your budget (through form SF 424) and then translate it into a working internal 
program budget that you can use to track expenses and match. 

 

�F    Review your enrollment goals. 
 

�F    Share the news with community partners who may have been noted in the award. 
 

�F    Set up the process for DOL draw-downs. 
 

�F    Develop marketing materials and advertising plans for youth recruitment. 
 

�F    Develop student application, eligibility determination, and selection process to be used. 
Check the CoP for examples. 

 

�F    Consider staffing patterns, create job descriptions, and begin hiring process for new staff. 
 

�F    Consider forming a youth advisory council from the community. 
 

�F    Assure that the construction site will be ready for the youth, and if it is not, notify your FPO. 
 

�F    Access and begin to use the CoP for resources, forums, and chats.  


