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PROGCRAM PROCESS-T2ST AND CONSEQUENCES:
A COMPARATIVE AN/ _YSIN..F YCCIP ENRICHIFZ T




The Youzh Community Corservation and Improvement Projects Program (YCCIP) is 2
wors: éxperience activity for youtn which is made availzhlle to generzal purpose units of
sta== and local government. YCCIP is intended to provide targeted youisg persons, i6-
19 w=zrs of age, with opportinities to develop a spec:r.ﬁr: set of transferzble job skills,
a s==se of persomal pride in work, and a sense of community pride and res:onszb.hty.

YT TP can be regarded as 2 contemporary variation for youth of the Civilian
Czreservation Cerps (CCC) popularly operaﬁed in the 1930%, in that "sweat™ work is
ammtced in order to create a vxsxble, tang1ble product of Jastmg value.

Theee are =nanifold ways jurisaictions can opt to d&sign employment and training
actovities unuves YCCIP. The spectrum of tangible prcxiu"ts of the youth work effort
uneer the program is as vn.de as the va.rymg oonmum::y needs wich exist across the
how a pro)ect is orgamzed rélative to its own institutional milieu, and the resultant
immpacts upon participan®s. In this regard, a distincticn can be made between designs
which are "enriched" and those that are not. :

A~ enriched YCCIP design features: (1) spec1a.l linkages between orgamzatxons

nu=tured for purposes of enhancing project efficiency and efficacy; (2) exceptions from
femmeral reqmrements which stipulate the minimum percentage of total resources wiich
must be committed to enrollee wages and fnnge benefits, t')ereby permxttmg
augmentatxon of supervisory services and supportxv: services, and materials costs, and
(3) heightened program complexity which results from the increaced inte-dependencies
which characterize activity scheduling.

Enrichment entails an emphasis on proudmg skilled supervision for the young
participants. Supervxsors, who are skilled craftspeople, are responsxb‘e for the work
content of enriched YCCIP projects. The supervxsor serves as a working role model
for the youth and provxdes gmdance and assistance in helping thém respond appropri-
ately to the dema.nds of the job and of the group work situation. The supervisor
provxdes on-geing instruction and training so that the participants can develop good
work habits and job ckills in pursuit of increased employability.

quanntatxve summary evaluation in order to analyze the processes and impacts on an
1
-
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Hentage Park project. This monograph mvsngztes anc! ees~=3bes the conditions under
which it s cost-beneficial to operate an enriched YC.™ design. The analys;s
considers the costs and cutputs of another non-enrichee’ == —omparabre control site.
It uses a ba:ttety of cost and benefit variables to reac~ . —onclusion as to whether
project results warrant, or are acceptably commensurates w:T=. the additional resource
investment and system stress associated with mountice: = enriched program design.
The monograph also provides a catalogue of consideraticors For pohcy-mam “ho are
cm&derm«* enriched YCCIP projects in their own juriséScrnoms.

The evaluation ana.!yzes enrichment, its costs, risks, =nc conseguences. A parallel,
non-enriched labor-intensive project is analyzed for mhe purpose of companson. The
first sections of the monograph focus exclusively upon the attributes of the enriched
project. Subsequent sections combine a descriptiom of the comparison site with a
comparative evaluation of the parallel projects. TFinal writings draw summary
conclusions and provxde a description of important- p-obably necessary, conditions
which weére present in the successfully implemernc=c enriched project's program

envxronment.

The major sections of this monograph aré outlinéd b&iow:

SECTION I: Physical Objectives of the Whatcorn Creek Heritage Park and Mari-
time Heritage Center Project.

SECTION 2 Characteristics of Enriched Relationskips with Labor Organizations,
Private Sector, and Local Agencies.

SECT/ON 3 Catalogue of Objective Costs Associated with the Enriched Project.

SECTION & Catalogue of Subjectively Measured Costs Associated with the
Enriched Effort.

SECTION 5 Benefits of Lasting Value Which Have Been Derived from the

Enriched Project.
Distribution of Program Terminations

o

o  Acquisition of Work-Relevant Credentials

o  Participant Acquisition of Work Skills

o  Subjective Demand Side-Estimate of Enriched Project Value:

Value to the Public and Public Reaction

2 - 8




SECTION 6

SECTION 7

‘ECTION 8

SECTION 9

o  Resultant Expansion of Institutional Linkages
o  Anticipated Cost-Reductions in Future Programs

Program Characteristics of the Comparison, Non-Enriched Project
Juxtaposed with Those of the Enriched Project.

Benefits of Lasting Value Which Have Been Derived from the Non-
Enriched Project Juxtaposed with Meastured Benefits of the Enriched
Project.

Summary Analysis and Conclusions.

Beneficial Enriched Project.
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SECTION 1
PHYSICAL OBJECTIVES OF THE WHATCOM CREEK HERITAGE PARK

AND MARITIME HERITAGE CENTER PROJECT

The headiine in the Bellingham, Washington, Werkly World-Herald of February 8, 1907,
read that "Whatcom Creek Park will be Improved During Present.” The accompanying
article described how a "lagoon and rugged shore will bécome (an) attractive retreat,”
statmgthat"foraplacetorestthesxtewﬂlbexdeal. Evenmnsruggedwddn&ssxtzs
so attractive that many people are wont to swray to the city property immediately
adjoining the property site near the dam, the rushing roar of the rapids is so deafening
as to drown the human voice unless one choices to converse by screaming in discordant
tones." Some seventy-one years later, YCCIP funds were marshailed for the
Construction of Whatcom Creek Park, located on the size of an old sewage treatment

plart adjacent to the Bellingham waterfront.

The ma)or work involved in making the park a reality included: (1) the relocation and
installation of an existing fence and a new fence; (2) the modification of a sewage
treatment tank for fish-rearing purposes; f3) extensive brush clearing; (2 extensive
grading of steep slopes; (5) constructior - sk facxhnes, inciuding installation of a
footbridge across Whatcom Creel; s 7 .r 0 ~ncive rehabilitation of an abandoned

bmlding for use as a multi-purpose £

A cyclone fence several hundred feet lonig 30: .. #d the sewage treatment plant on the
park site. To make the park accessible to the public, the fence needed to be taken
down and relocated elsewhere. In addition, some new fencing was required to

complete enclosure.

Located in the northwest section of the park site, an existing 100 foot diameter
sewage treatment tank was stripped of its existing equipment, in preparauon for
rearing steelhead trout.’

Extensive brush ha¢ grown along Whatcom Creek. Over one thousand feet of heavily
overgrown creekside terrain was.cleared to pefrmt the grading of steep slopes so that
a trail could be constructed with stairs for places too steep to grade.



Along the north side of the creek, a handrail was built on an existing 200 foot bulkhead
to provide a safe scenic viewpoint. Alongside the bulkhead, extending the length of
the creek, 565 feet of unit pavers 15 feet wide were laid in order tc create a plasant

the creek. Other shelters were constructed and placed at appropriate viewing and
picnicking locations.

A second phase of the project entailed converting the intericr of an existing building,
which at one time served as the madunery and administrative building for the Qty‘s
old sewage treatment plant, to an educational and public use/historical facmty.
phase included the following steps:

1. Demolition and salvage of existing equxpment,

2. Buxlding of wall partitions, work oenches anc shelvmg~

3.  Wiring the building and installing electrical fixtures;

4. Installation of accoustical cé:iﬁngs;

5. Installation and replacement ot interior and exterior doors;

6. Installation of floor coverings;

7. Plumbing of piping systems and restroom fixtures;

8.  Painting of interior wall surfaces and sealing of concrete floors;
9. Cement work in constructmg steps, and demolition patdung.

The objective of this project vsas nothing less than the construction of an important
downtown park on a site which had essentially been abandoned, overgrown, and all but

forgotten.

It is interesting to note that the community-based organization which sponsored the
project had not originaliy envisioned a large-scale enriched activity. The community-
based orgamzanon (CBO) ard the City of Bellingham had planned a youth work project
of a considerably sma'ler scope. The original concept more nearly resembled & brush-
clearing .:nd modest trial construction endeavor. In the process of developing
arrangemeits for this project, the C30 and the City envisioned a more ambitious one.
A fusion of 1ngred1ents occasionéd the emergence of a large-scale, ennched program
concept. These ingredients included: (1) the CBO's consuming interest in program
innovation and quality; (2) the City's intermittent intercst over a seventy-year period

in developing a park with access to the waterfront: (3) the Mayor's intense personal

() P
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interest in parks- and (4) the emerging availability of voluntary financial contributions
from a major private sector firm in the community which would enable such a

creative, ambitious undertaking.

Upon abstractly formulatmg an expanded and enriched project concept, the CBO
established itself as an intermediary between a number of prmcxples who were
regarded as critical to the activity's overall success. While the City developed
mutual-benefit arrangements with the Georgia-Pacific Corporation to secure a
$400,000 voluntary contribution, the CBC strengthened its relafioﬁsﬁifb with organized
labor so that quality supervision and productive linkages with apprennceshxp tracks
could be consolidated. The CBO also brought the local vocational-technical institute
into the process for requisite educational support.

The CBO began to function in an intérmediary role as the construction contractor. In
this capacity, it sought to hire supervisors for the project, but encountered difficulty
in recruiting and confidently selecting them when it employed channels other than the
local union business agenis themselves. In other words, the CBO found that it did not
possess the criteria by which to ]udge the relative quahty of the apphcants being
interviewed. Thus, they formed liaisons with various business agents which mcluded
arrangements for selection of supervxsors by the agents themselves. On the basis of
this experience, the valae of intense cooperation and coordination between the various
institutions involved became much clearer. The City, the CBO, the local vocational-
technical mstxtute, the private sector, and the labor orgamzanons found that regular
group communication was fundamental and facilitative; each of the organizations
discovered it possessed a wealth of information and services which could be contribu-
ted to one another—and thereby to the project as a whole. They concluded that
penodxc plenary meetings were the best means for gettmg thmgs done—-correctly,
quickly, and creatlvely. A Technical Advxsory Committee was formed for the purpose
of formalizing these expanded relationships.

A number of other summary clarifications should serve to further convey a fuller sense
of the enriched projecf's scope. Tﬁe céiﬁihtfhify—Bé’Séd 6E§ahi2afi6ii could have used a
program with a different, simpler design. An enriched YCCIP model was selected
because the project had tangxble, highly visible political and pubhc endorsement.
Furthermore, the design was selected because job rotation could teach the basics of all

b
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the involved trades to all the participants, thereby providing a basis for inteliigent
career decisions by the participants. It was also selected because it offered multi-
agency interaction (private sector, unions, government, schools, private non-orofif,
etc.) and would operate like a private sector "construction company" with on-site
training and supervision. The CBO cooperated in full cognizance of 1ts correctly held
belief that an attempt to "do it all alone" would not have resulted in a successful,

enriched pro]ect.

Make no mistake - the pro]ect was not "just" a park. It was a multi-purpose site.
Reclamation of the abandoned sewer plant prov1ded a facxhty for the pubhc school
steelhead fishermen, the Department of Game and Flsherles, and the public-at-large
(x.e., the pubiic would have access to the faczhty for evening classes). Furthermore,
the cost of on-gomg maintenance and operation of the facility would be paid for by its
users: The enriched de51°f1 was fully intent upon heav1ly 1nvolv1ng orgamzed labor and
creating bona fide opportunmes for post-program =ntry into apprenticeship. Before
contacting the local Business Agents, the Commumtv-based orgamzatxon sought and
obtained the State Building Trades Council's endorsement and support for the project.
The Request for Proposa.l employed by the pro]ect operator specmed conditions for

organlzed labor's involvement.

Federally-granted resources in the amount of 5183 789 were made available for the
enriched project. This amount is sxgmﬁcantly greater than the $32,987 which was
made available for the non-enriched comparison project. In addition, the $183,789 for
the enriched project is substantial in the context of an average Region X (Pacific
Northwest) YCCIP grant of approximately $240,000 per prime sponsor—as distin-
gmsned from an individual sub-spensor project operator. The total cost per parncxpant
(drawn from granted resources) was $6 126, which is profoundly more expensive than
the $1,570 cost per participant in the comparison non-enriched project; a cost of $1850
per participant has been the experience of the Pacific Northwest as a whole. The cost
per parnapant mea5ured in wages and frmge benefits only, was $2,516 in the enriched

setting and $1,475 in the comparison setting.

These aspects of the project will become clearer in the remainder of the text. Suffice
it to say - the development of the multi-purpose site concept, and its construction
using an enriched labor-intensive work project design, was an ambitious--and not

inexpensive—undertaking, far-reaching in scope.



The location of the Whatcom Creek Park and Maritime Heritage Center, relative to
the City's central business district and waterfront, is depicted =n the map which
appears on the next page. As can be seen, the facility covers a corsiderable amount of
land. One can well imagine the substantial amount of labor-intensive land-clearing

involved, since virtually all the steep terrain was heavily overgrown.
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SECTION 2

ORGANIZATIONS, PRIVATE SECTOR, AND LOCAL AGENCIES
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SECTION 2
CHARACTERISTICS OF ENRICHED RELATIONSHIPS WITH LABOR
ORGANIZATIONS, PRIVATE SECTOR, AND LOCAL AGENCIES,
AND OTHER VECTORS OF PROGRAM ENRICHMENT

Interorganizational Linkages exposed YCCIP ijéitiéipants to iron work, cemeént work,
carpentry, eléctrical work, plumbing, painting, manual labor, and landscape and trail
construction skiils.

The enriched structure of this project was a model of cooperation and ooordination
between a local unit of govemment, the pnvate sector, the pubhc school system, a
sponsoring community - based orga.mzatxon, and labor orgamzanons.

The linkages which were used by this project ware pre-established; however, it was
necessary to vitalize and restructure them for the individual project.

During the implementation stage of the project, an advisory committee was
formed to provide technical assistance to the contractor — the Northwest
Servxoes Councu, a commumty-»based orgamzatxon and the host agency — the

review the YCCIP program operation and work plans and to screen applicants for
the union journeyman supervisor/instructor positions. The Technical Advisory
Committee defined its functions as follows:

1. Interview and recommend =av \ates for YCCIP supervisors;

2. Provide technical assistance on :he skill/training components;

3.  Establish linkages with labor organizations and the private sector concern-
ing this "pre—apprenuee" actnnty,

4.  Monitor and axess the work progress and training components of the
project;

5.  Upon completion of project, assist participants into apprenticeship training
or employment in the building trades.

The Technical Advisory Committee is comprised of a representative from the
Cxty of Belhngham who served as the operations supervisor for the pro;ect, the
Carpenter and Jmners Local No. 756, the Belhngham Vocatxonal Techmcal
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Services Council, and the Grants Coordinater, Mayor's Office, City of Belling-
ham, ﬁ"ashington'; When hired, the YCCIP work su'pervisor aiso became part of
the Technical Advisory Committe . Subsequent expansion of the Technical
Advisory Committée included the susiness Agent from the Laborer's local as

well as building trades represe-ztives from the electrizal, painting, and

plumbmg areas.

In aéidii:ion to i:heir 'pari:ici'pation on the T échnicai /\dvisory Committee, Business

)ourneyman supervisors to the Whatcom Creek Heritage Park project. Demgna-
tion of the activity as a trammg pro;ect gave Business Agents dlscrenonary
refercal prerogatives above and beyond the regular dispatch procedures which
would otherwise be observed and administered in a pro forma manner.

Appremcs!np?rggga:m
Involvement with Apprent1cesh1p Programs was two-fold: (1) the coordination of

apprenticeshxp classes for work activities at the YCCIP site; and (2) the
program record-keeping specxfxex—.x:ans. Close coordination with labor orgamza-
tions and their apprenncesmp peugrams established a system that met appren-
ticeship spec.ﬁcanons for documentmg the specific building trades skills in
which parncxpants received instruction, training, and work experience.
Recorded YCCIP time was accepted by apprentice committees as credit towards
accredited apprenticeship.

Labor Councils
The YCCIP project as also publicized == various labor organization meetings:
The information présentationéd stressed the benefits to labor or'ganizations tha:
accrue from. an enriched YCCIP project such as 1mproved public 1mage,
mcreased employment of union members, and other activities mcludmg publici-

zing apprenticeship opportunities to youth who might not otherwise become

aware of them.

Private Sector

Various private sector firms made 1mportan ant cash and material contributions to
the project. (A commlete description of these contributions is provided in the
=onsideration of costs associated with the enriched YCCIP Piéjéét).




Fublic School

The Bellingham Vocational Technical Institute (BVTI) participated on the Tech-
.tzl Advi<ory Committee and alsb éborﬂihaféa appreﬁﬁéeéiﬁp dasses. Add12
bmldmg conversion at no cost to the project, as well as prolect engmeermg
services. These contributions are also detaiied latér in this report with a variety
of other enriched project attributes, which are identified as being essential to

program efficacy.

Enriched and more complex interorganizational linkages are one vector of project
comparison. Subsequent discussion of the non-enriched, companson pro;ect will
illuminate the extent to which the enriched project was more complicated in this

regard.

o Technical Aspects of the Project

The skills employed in the enriched and non-enriched projects overlapped
considerably. The enriched project created the extensivé downtown park by
drawing upon construction trades such as carpentry, plumbing and pxpeﬁttmg,
cement masomry, electrical, general labor, and ironwork. The f‘ompansm
project consiszed chiefly of housing rehabilitation; and construction activity
called’ upon similar skills: plumbing, cement masonry, painting, electrical, and
general labor.

Although the skills employed in the two projects substantiaily ove=lappéd, the
scope of the enriched project was considerably greater, invoiving complex work
schedulmg to m=ke optimal use of personnel, time, and space; the scope was
more formidable as subsequent discussion will reveal.

o  Project Supervisaon
Various sections of this evaluation extensively discuss project supervision. By
way of an overview, both projects replicated "real world" expectations as much
as possible. Requirements for attendance, ptmctuahty, and cooperanon were
realistically strict. Superv:sory styl&s at both projects were similar in that
supervision was "stepped-back." In other words, teaching the participant the
requirements and procedures for task completion were heavilly emphasxzed- and
then (s)he was left to complete the day's work without further intervention,
unless technical or behavioral cxrcumstances dictated otherwise. Both projects
featured a supervisory/participant ratio of approximately 1:5.
1%
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Ome significant difference in supervision bétween the two pro;ecfs was that the
comparlson—housmg re‘\abxhtatlon—projeot developed an mformal division of
while the other was principally respon51ble for disciplinary matters. This division
of labor constituted a comparison sité departure from customary “real world"
work circumstances, which incontrovertibly existed at the enriched site.

The age of comparison site supervisors was lower than the age of supervxsors at
the test site. Informal after-work relationships between the superviscrs and the
participants developed at the comparison project, and these relatlonshlps some-
times resulted in worksite control problems. Comparison site supervisors did not
possess union "joilmeymiri" stittis as &id supervlsors at the enrlchéd project‘

dealmg with more numerous and extensive hnkages than is customary in most
employment and trammg programs. More far-reaching, Consensus-bulldmg
activity was entailed. The enriched project's planning was compelled to address
a more complex work content and a hlghly mtncate weave of schedu:led work
supervision. The enriched planning process also required focusing substantial
attention on obta.mmg the reqmred permlts, materials, and supplies in a timedy

manner.

The organization of program delivery was correspondingly more complex. Ore
example drawn from subsequent discussion nicely illustrates this point.

Superwsors at the non-enriched settmg expressed a number of dissatisfactions
with program operations. First, they believe that the participants referred by
"downtown" were often too "hard-core", meaning difficult to train. They also
believed that the program agent system for responding to supervisory and
partlcxpant requests for supportive services was too rigid, cumbersome, and in

fact, non-responsive.

It should be understood that the comparlson site supervxsors were correct in their
perceptions that they were dealing with participants who had not been rigorously
15
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screened. There is no guestion, by contrast, that the enriched project engaged in
heavy sCreening of d1sadvantaged youth who asp1red to be partlapants. The
more extensive screening techmques employed by the enriched project sponsor
were orgamzed arcund a process of multiple apphcant interviews. The compari-
son project did not utilize such a procedure. The enriched screenmg process
ensured that applicants were seekmg more than "merely" a paycheck. The effect
of the enriched screening procedure was to ensure that parncxpants were
motivated towards some personal/occupanonal goals into which program partici-
pation would play a critical developmental role.

In summary, a hlgher order of complexity prevailed in the enriched program. This
higher order of complexity existed relatively and absolutely in terms of the technical
aspects, work supervision, interorganizational linkages, and program planmng and
organization. Greater complemty both permitted and was necessary to the pursuit of
extraordinary program objectives and the accomplishment of a decidedly more

ambitious program.
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SECTION 3

The total costs associated with mounting the Whatcom Creek Heritage Park project
exceed the total value of YCCIP grant resources because there were substantial
contributions. The total resources consumed in completing the studied phase of the
Whatcom Creek Heritage Park project are detailed below:

A. YCCIP - granted Resources $183,789
1.  Administration $9,439 .
2.  Training $13,534
3.  Worksite Supervision $71,193
4.  Total participant supportive services  $2,103
5.  Total participant wages $80,549
6.  Total participant fringe benefits $6,971
B. Other Federally - contributed resources $5,400
1.  YETP-contributed resources $1,400
C. Voiuntariiy—contribpted labor $1,000

(tronworkers' Local)

D. Private-for-profit sector contributions $72,000
l.  Georgia-Pacific Corporation $58,000
2.  Contributions by five other firms $14,000
E. Bellingham Vocational Technical Institute : ~ $11,000
contributions
1.  Development of approved blueprints $8,000
2. Project engineering services $3,000
18 .
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F. City of Bellingham, Washington $6,000

G. TOTAL $279,189
Discussion

The costs outlined above had been incurred as of 30 September, 1979 after
approxxmately seven months of operation. Additional voluntary contributions
were expected from three petroleum corporatxons and further draws from the
$¢00 000 fund established by Georgia-Pacific Corporatlon were expected. None-
theless, this evaluation only considers the benefits achieved as of 30 September,
1979; and therefore, it is strictly approoriate that studied costs be limited to the

same time frame.

The six major resource categories warrant brief discussion:

No departures from the tenets of program fidelity were discerned in the
sponsor's expendnure of YCCIP granted resources; prov;sxons of the approved
plan and applicable pohcy and regulatxons were being fulfilled. Variance from
normal non-enriched federal program requxrements governing the minimum
percentage allocated to partxcxpant wages and fringe benefits allowed the
enriched program to augment supervision, supportxve services, and materials. Of
the $13,534 budgeted for training (Item A. 2.), $11,314 was used for the

acquxsmon of construction materials.

Other federally contributed funds were used by the Northwest Services Council
in effeetuatmg the program- these have been estimated at $5,400. Recxprocally
availabie YETP resources in the amount of $1,400 were applied on behalf of the
YCCIP partlcxpants.

Labor which was voluntarily contributed by the Ironworkers is conservatively
valued at Sl 000. Of this amount, $562.86 was contributed by apprentices and a
journeyman who worked without pay one weekend in order tc dismantle and
remove heavy equipment from the old sewage treatment plant bmldmg 50 that
YCCIP participants could prOCeed with remodehng work. This labor was
volunteered as a commumty cervice and as 3@ way in which apprentices couid
accumulate additionai work expenence hours toward their journeyman status.
The balance of the $1000 was easily consumed by the administrative and
technical contributions of the local business agent.

o -
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Contributions from the private sector were substantial. Georgia-Pacific
Corporation provided the City of Beumgham with $I+00 000 over a four-year
period, $100,000 being available yearly. Of that amount, $58,000 was used to
acquire building materials and supplieés associated with the Whatcom Creek
Heritage Park project.

Georgia-Pacific had sought City approval for the use of thirty-six acres of public
access needed for the development of a sécondary sewage treatment facility
required by its corporate expansion. The Mayor's Office worked with the
Georgxa—Pacmc Corporation in developmg an acceptable quid pro quo, meaning,
an arrangement of mutual benefit, a "trade-cff". In addition to its dollar
contribution, Georgxa-Pacxﬁc elected to become a member of the Technical
Advxsory Committee. This is an 1mportant development since it reflected a
commitment above and beyond the initial monetary agreeément and opened the
door for other private sector contributicns.

Valuation of services were provided by the Bellingham Vocational Technical
Institute and then corroborated by impartial principals, inciuding the City of
Bellingham, Washington,

Of the total costs enumerated above, certain costs can be identified as being
enrichment - specific costs. Some of the resources listed zbove were expended
on a basis beth necessitated by, 2nd the result of, thé enrichment process. Costs
which wzre enndwment-spe-:xfxc, x.e., the "price tag" for enrichment in this
study, include the following:

1. §73'lrz974 3 — On the authority of a federal waiver, these dollars were diverted
from the participant wage and frmge benefit cost category in order to
perrmt augmentation of other services, notably supervision and trammg-
Normally, a minimum of sixty-fivé percent (65%) of ail YCCIP-granted
resourcés must be strictly utilized for participant wages and fnnge
benefits. In the enriched pro;ect, partxmpant wages and fringe benefits
constituted approxxmately 47% of the total federal budget.

(O
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2.

§7 90,600 — Contributions from the private for-profit sector, the Bellingham
Vocational Technical Institute, thé Ironworkers Local, and the City of
Belhngham, Washington, are properly identified as ennchment—soecxfxc
costs because they were accompamed by enriched linkages whict impor-
tantly contributed to overall project success.

$13 500 — This amount is comprised of additional overhead dollars which
were expressly consumed for purposes of administratively develong and
nurturmg enriched institutional linkages and an enriched program design.

This amount represents an extraordinary expenditure of salary and fringe
benefit resources by the program administrator and coordinator towa: cds
nurturmg enriched linkages. These resources were also used to coordinate
the more complex program activity 1nterdependenc1es. It should be noted
that these costs are at least partially "one-time" and will be amortized in
any future enriched undertaking inasmuch as enriched channels need only
be developed once, and proficiencies developed can be expected to reduce
the future costs of such coordination.

$1,400 — The dollar value of "reciprocal” services provided by the YETP
program to participants enrolled in the enriched YCCIP project:

$136,843 — The total dollar cost of enriching the studied YCCIP project.
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SECTION &
CATALOGUE OF SUBJECTIVELY MEASURED COSTS
ASSOCIATED WITH THE ENRICHED PROJECT

There are transcendant considerations which are germane to whether YCCIP enrich-
ment is a cost-beneficial proposition. These considerations strongly resist quannﬁca-
tion, but they should be examined and included in more formalized deliberations
mvolvmg quantifiable cost-benefit variables.

A policy planner who is examining the desirability of project enrichment should
properly consider the risks involved in mtensxfymg relatlonshlps with various orgamza—
tions. As is the case of individual human relationships, these intensifications always
entail commensurate increases in "risk," viz., an increase in the possibility of conflict

or other system stress.

One risk entailéd in nurturing llnl<a'ges with organlzed labor is that public empioyment
and training program personnel may not be adequately educated as to labor union
sensitivities. Semantic mmunderstandmgs can be fertile ground for the contamination
of such relationships. Full appreciation for the specialized language employed by labor
unions requxres time and experlence. For example, an early mlsunderstandmg of the
terms, "foreman," and "supervisor" occurred in the project. In most white-collar
organizations, a supervisor has greater authority and status than a foreman. Labor
organizations on, the other hand, employ the two terms in the opposite manner,
afzordmg a foreman blgher status and authorlty than a superwsor. This difference in
terminology resulted in confusion at the negotistion tabie when the parameters of the

project were being hammered out.

Another opportumty for dissonance exists when a iabor-intensive p*o'ec engages
mulnple labor unions. Jurisdictional dlsputes often present themselves. The division
of labor involved in working reality is always more complicated than it is in abstract
conceptlon. The questlon, for example, of where carpentry ends and general fabor
begins influences who does and does not work on what, not to mention the contractor’s
varied costs in time and money due to the difference in wage rates specified in the
Collective bargaining agreements of the respective labor organizations. While

collective understandmg of what carpentry and general labor constitute clearly does



exxst, there are differences in applied interpretation with respect to a particular task.
The differences In interpretation and patterns of issue-resolution which establish a
predommant or accepted definition in any given jurisdiction are clearly economic and
political in nature and origin. One can readuy understand how the exarnple of where
.carpentry ends and general labor begins might be resolved on the basis of orgamzadon-
al politics: The relative streng‘..hs of the labor organizations involved in the dispute
can play a sxgn. ‘cant role, as can the negonatmg acurnen of their business agents

invoked. In any event, ]unsdicnonal disputes can be particularly exploswe, and
insensitive management of such issues by the program staff can résult in alienation of
one or another labor orgamzanon.

An enriched YCCIP design, which entails expanded linkages with multiple labor
orgamzatxons, clearly contains the potenna.l for ]unsdxcnonal dispute. An alienation
of unions from the program can occur. Insensitive handling does contaminate relations
between a labor organizction and the Chief Elected Official responsible for the
project. While exaggeration of risk is not intended, the potential for system stress is
real and worthy of consideration. In other words, what are the imaginable opportuni-
ties for substantial misunderstanding and what are the worst possible consequences
that could result if these misunderstandings take place?

In many jurisdictions there is perpetual conflict between the city (or county) and labor
unions over what work should go out "on bid" and which should be performed "in-house"
by public employees. The proponent of an enriched program necessarily gets involved
in this perpetual conflagration. An "mtermed1ary", such as a private non—-proﬁt
orgamzanon can reduce the stress somewhat by maximizing the advantage of its
neutrality with either the local government or the union(s). Sponsors of enriched
programs need to be acutely aware of the possiblity of intense conflict, however.
Implementation of an enriched design requires that each participating organization
devoie additional staff resources to coordinate the newiy esiabiished linkages. More
increases. Thxs results in a displacement of effort in the participating organizations.
39
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In the test project, the City government sustainéd costs in implémenting the enriched

program because some of its other work projects had to be delayed for YCCIP. This
monograph would not attempt 10 establish the ™value" of the oelay to the Cxty,
a.lthough it is clear that the delay constitutes a cost, particularly in inflationary times,
. where delay decidedly equals money.

However, the most critical consideration relative to risk lies in a realm which is less
abstract and décidédly more troublésome than the dlsagreeable system stress possibili-
ties which have been enumerated above. Conflicts between individuals and their
institutions can usually be abated in one way or another—even if the resolution is
viewed as sub-optimal. Clearly, the most serious smgle risk is the possibility that
expected contributions of materials and/or essential labor will not materialize: In
planning and xmplementmg a complex, enriched work pro,ect, the required materials
are hkely to be expensive and sudden, unexpected unavalla.bxhry cannot be compensa-
ted for e.g., cost savings forced in other pro;ect aspects Such unavaiiability of
materials and/or voluntéered labor can stop the entire activity in its tracks, requiring
large-scale alteration of the project's scope or, in some cases, the complete abandon-
ment of the pro;ect a.ltogether. The risk that ant-cxpated materials and/or contnbuted

conducting the enriched "sweat" work program.

.
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SECTION 5
BENEFITS OF LASTING VALUE WHICH HAVE BEEN
DERIVED FROM THE ENRICHED PROJECT

This section describes resultant benefits of the enriched project:

distribution of program terminations

participant acquisition of work relevant credentials (a brief narrative description
of individual participant accomplishments is also provided L. appendix A
participant acquisition of work skills.

subjective demand side estimate of enriched project value: value to the public
and public reaction.

o  expansion of institutional linkages.

o  anticipated future cost-reductions.

e e Ofii _ Z VZG'IS
Program terminations from the Whatcom project were distributed in the

following manner:
I.  Obtaired employment
2.  Other positive termination
3. Non-positive termination
4. Total

181 21

With the exception of three individuals, the participants reflected in the
nobtained employment” category are engaged or will be engaged in employment
as apprentices. (Thirty individuals have been cumulatively served by the project
to date. Seventeen of these are compléting the program as this report is being
written). The average duration of participation was 26 weeks. The average

duration of participation prior to non-positive termination was 7 weeks.

The building trades career choices of current participants are distributed as
follows:

1. Carpentry 7

2.  Laborer 3
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3. Plumbers and

Fitters 2
4. Cement mason 2
5. Electrical 2
6. Ironwork 1

7.  Total current
participants 17
The "other positivé términations” prmcxpally represent a participant's return to

local vocational-technical institute.

Non-positive terminations include individuals who either left for reasons of
health, refused to continue, or left the geographic area.

Acquisition of work-relevant credentials

Although the acquisition of work-relévant credentials is not normaliy a primary
objective of participation in a labor-intensive work program such as YCCIP, the
Whatcom Creek Heritagé Park f’rojéct réquiréd that all high school dropouts
pursue the acquisition of a G.E.D. as a condition to participation. Seven out of
ten high school drop-outs obtained their G.E.D. since the 'proiéct's incé'ption.
The three remaining drop-outs are new participants. They were attending G.E.D.

preparation courses at the time of this research.

Acquisition of the G.E.D. is a desirable outcome in any event. However, it is
particularly important in the construction trades where arithmetic skills are

extremely valuable.

Brief Narrative Description of Individual Participant Accomplishments
While the statistical distribution of program términations will be employed

subsequently in a cost-effectiveness analysis, statistics alone cannot sufficiently
describe the accomplishments of individual participants; because the number of
participants is small, and because the substantial achievement of the partici-
pants is inadequately conveyed using statistics, a description of the participants
current status and accomplishments is provided in appendix A.

Q.
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Program participants were handicapped by substantial employability obstacles.
Twenty-three of the thirty participants are economically disadvantagec- Seven
of the thirty range between 71% and 85% on the Lower Living Standarc Income
Level. The participants had unfavorabie histories with the public school system,
the local law enforcement agencies, and the various otheér social institutions. It
is in this context that the substantm achievements of the participants and of the
enriched program itself should, and properly must, be appréciated. (Please refer
0 Appendix B for a more detailed description of participant characteristics):

Participart Acguisition of Work Sill
The most important programmatic results of lasting value are the acquisition of
work skills and specific job performances by project participants.

Earlier description of individual parnc;pant achievements, as well as the aggre-
gate distribution of participant terminations, does not adequately convey the
degree of improvement achieved by parnapa.nts individually and collectively in
thei. execution of specific critical task performances.

To gain an impression of parncxpa.nt skill acquxsmon, the researcher identified a
worksite superv:,sor who had been actively involved in the prolect since its
inception and had had the opportumty to work with all the participants.
Fortunately, the supervxsor had monitored individual parncxpa.nt progress in an
highly attentive and knowledgeable manner. Furthermore, he had a first-hand,
substantive understanding of the key job performances Compnsmg each skill area
ifivolved in the overall construction of the Whatcom Creek Heritage Park. He
identified the following six activities as bemg crucial to the parncular trades
from which they are drawn, as well as to the construction of the park itself:

D Naturally, it is methodologx@ally preferable to administer a skills measurement test

at the beginning and end of the program in order to isolate the effects of the program.

Practically speaking, however, the identification of projects to be studied and

evaluated almost inevitably occurs after the pro;ect evolves as one worthy of study

and the opportunity for taking pre-program measurements has elapsed. That situation

certainly applies in the present instance.

)
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Performance Trade

1. Buudmg forms Carpentry

2. Piping Plumbing and Pipefitting
3. Finishing cement Ceément Masonry

%. Running conduit Electrical

5. Digging to grade General Labor

6. Welding and burning Ironwork

Each participant's entry and exit skill levels were appraised by the Supervisor wsing a
Guttman-type 1-2-3 classification scheme, where "1" was unacceptable work perfor-
mance; "2" was acceptable work performance scaled at 75% of a union journeyman's
expected work output; and "3" was superior work performance scaled at 95% of a union
jouméyman's expectec work output.

A display of skill asséssm~ findings appears on the next page. Supérvisory pre-and
post-program competence :evel appraisals of each of twenty-three participants are
displayed for the six key work activities. The pré-program ratmg is listed shghtly to
the left and above the corresponding post-program measurement provided below and
slightly to the nght in each parnapant-acn vity cell in the display matrix. The sum of
the entry and exit ratings is displayed for each participant and for each activity. The
average difference between the pre-program and post- program supervxsory appraxsals
is dzsplayed for each participant and for each of the six activities.

was .93. Participant improvement in most instances went from a level of unaccep-
table work performance to a level constituting 70% of the journeyman's expected work
output. Expressed differently, the average youth knew 1" -tually nothing about the task
at hand when (s)he entered the program, but achieved a level of knowledge normally
expected of a second - or third - year apprentice in the course of only several months'

énvolvément (avérage involvement five months).

Some youths entered with a spe'ciai acumen in one performance area or another. In
instances where a participant entered the program with "acceptable" skills similar to
those of a junior union appréntice, these skills were raised to a superior level of

achievement not unlike those of a senior apprentice or journeyman.
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Skt acquv.smon seems to be of longer lasting benefit than early ]Ob p.acement, it
transcends the monetary aspect which is better measured by job placement data. Of
overriding value is the parnczpant's emerging and develcping competence. The boos:
to self-esteem and mgctivetion which ernergen’ competency constitutes cannot be
over-valued.

This benefit to the partu:lpan is transferable, i.e, it will strengthen his or her
competitiveness and reliability in future employment. This strengthening of ego also
perrmts the pa.rnc1pam to accept criticism without "talqng it personally" Improve-
ment in the parnapant's persona.l general deportment brings additional positive
responses from others, and positive psychologlca.l benefits begin to accrete and
interact with one another — they begin to "snowball".

successful, must consider the participant's change in psycholczical outlook both as a
means towards the pro;ects success and as wn end in itself. Ana.lysxs which does not
inquire into psyd'lologxal changes which are antecedent = essential — to competent
learned acquisition of specxﬁc work skills is insufficiently corr'prehenmve, not seriously
sensitive to essentia! ingredients of the dilemma of disadvantagement. Further

amphfxcznon of the importance of emerging competence is warranted.

Interviews with participants concerning their pre-program world-view reveal a
scenario which can be likened to a "gringo" visitor in Puerto Rico trying to watch a
local television program of great interest. The viewer would like to understand more,
but has an madequate command of Spanish. A number of key terms can be pxcked up,
phys;cal gesnculauons ana facial expressions observed; the viewer begms to generaze
a conception of what's being said. If persistent, the viewer will either draw a
conclusion about what was learned based on uncertain xmpressxons, or abandon the
attempt to draw conclusions altogether. In either case, the opportumty for fully and
productxvely integrating anything learned is relmquxshed Confidence is essential to

efficient leammg.

B:sadvantaged youth exist in 2 world which contains things of aptxtudmal interest to
them. However, they quite often lack the necessary skills to take advantage of this
interest when the opportumty presents itself. More often than not, the parents of
these disadvantaged youth do not possess and cannot impart social skilis and
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confidence to their children. The resultant lack of integration increases the amount of
uncertainty perceived by the disadvantaged person in his/her psycho-soc-...

enviomment.

Aithough the only "certainties” in the world are those force-framed by a spectrum of
sacred and secular mythologies, early and repeated experience of uncertamty,
inconsistency, and the resultant sense of Dersonal exclusion compound self-doubt for
the disadvantaged youth and lead to repeated failure. There is a tendency to self-
anesthenzatxon, e.g., drug dependency to "take the edge off" bemg nothing and having
nothmg in a2 world of nothingness. Lack of certainty makes it impossible to feel
involved in one's own personal growth. The individual cannot believe anything positive
will come of their own actions as their personal experience proves otherwise. In the
absence of conditional, behawor-specmc self-regard or unconditional posxtxve self-
régard, viz., self-love and self—respeet gravitation towards deviant subcultures is

clearly more likely than not.

Like the "gringo™ viewer lackmg faith in any conclusion that might be reached or
decxdmg not to try to reach one, the dxsadvantaged youth will terminate immediate
involvement by failing to integrate a new conclusion, Le., new learning. And the
effects of stagnation and desperation have a way of compounding themselves into such
a pessimistic outlook that it can only be reversed by a great psychological "shock” if at
all.

‘l’he experxence of emergmg competence is one such "shock"; and in the enriched

which the shock wave of emerg.ng competence was administered. The partxc:pants'
prevxously empty supply of optimism and self-confidence was refueled and retooled in
a legitimate social setting. They began to learn how far they could travel when they

weren't "running on empty".

Subjective Demand Side-Estimate of Enriched Project Value

The central business district of Bellingham has been experiencing a decfeése in
the amount of purchases made by Canadians who cross the bordér to shop in the
United States. This development was caused by the shift in the exchange rate




that has occurred in the last several years. Nonetheless, the central business
district benefits from the absence of regionzl shopping certers in its surrounding
communities; and the merchants who eam their livelihood in the central business
district are decidedly pleased with its economic heaith. Thev are prospering as
Bellingham grows and prospers. Apart from the unmitigated growth of the area,
increased tourist activity has also augured wel! for downtown merchant prosper-
‘ty.

in this context, the installation of a downtown park was not, in strict terms,
absolutely essential to a vitalization of the central business district as might be
the case in another commumty. In addition, the community prooably has more
park acreage within its City limits than nearly any other comparable American

community-

However, even a good thing can be improved and Whatcom Creek Heritage Park

provides a number of benefits of substantial, lasting value:

Representauv5 of the Downtown Merchants' Association point out that the park
gives the conmumty-a -large access to the shoreline for the first time. Their
view is that the project has immeasurably hxgh aesthetic value and has been
unquahﬁedly weli-received by the community. The Whatcom Creek Heritage
Park project has been hxgh y visible; it has received a great deal of pubhczty
through the local news media, and its central location attracts passers-by.
(Please refer to Appendix C).

There are a number of spec:fxc functions which the park will continue to serve
that will be of lasting benefit to the entiré community.

First, it is an added enhancement to Bellmgham m in its competition for tourist
trade in the Pacific Northwest. Second, the park is becommg a place to take an
intermission from shopping. Reports indicate that these intermissions generate
additional expendxtures which might not otherwise occur. The park also provxdes
alternative downtown recreational activities — other than shopping, movies,
restaurants, and bar-hopping. The creation of multiple reasons to come to
downtown Bellingham makes the area more attractive to families and helps to

expand the downtown business economy.
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Two other benefits of lasting value derive from pm;eCf enrichment. They are
difficalt to valuate in pecuniary terms and are best expressed qualitatively.

RES”&EUt E" . - Ofinstil - ,’i; i -

The first of these benefits is the extent to which exparided and intensified
institutional lmkags reahsncally and practicably open up new and otherwise
inaccessible avenues for new projects. The Whatcom Creek Fer'.age Park
project stressed these enriched institutional Jnkages. However, it must be
understood that the enrichment occurred in an environment that historically hac
had successful employment and training programs. It also occurred in the
context of pre-existing — albeit in some cases nascent — linkages between all of
the principals and organxzanons which would eventually become critical to the

success of the enriched activit ty.- _
In other words, there is a new awareness on the part of all involved concerning
the benefits of cooperative ventures now that the fruits of this one are being
realized. New and otherwise inaccesible avenués for similiar cooperative
ventures couid possibly become available to the Ccommunity by virtue of the
indirect benefits of enrichment cited above.

A secon¢ and similar benefit of lasting value is that of future project cost-
reductions which can be expected to occur as a concomitance of enriched
institutional linkages.

While implementation of an enriched YCCIP activity éntails an incréased invest-
meént of resources originany, it can also resuit in substantial Cost savings. When
breaking down project costs, a number of valuations for voluntary institutional
contributions were provided which comprise part of the aggregate cooperative
cost of the enriched activity. By the same token, however, what were computed
as costs are also in fact savings or cost-reductions. The enriched inter-
organizational linkages invite "trade-off" arrangements which often have signifi-
cant monetary value. For instance, before work could begin on the Whatcom
Creek Heritage Park project, the development of Cny-approved "stamped"
blueprmts was necessary. The Be.hngham Vocational Technical Institute pro-
vided the required blueprints at no cost to the project; blueprint development
would have cost $8000, causing a reduction in the number of participants who
could have participated.



Clearly, the technical school perfo‘ med this valuable service because of its
SpeC1al relationship to the project and all those involved in it. The school is a
beneficiary of the pro;ect in any number of ways. It will utilize one of the park
facilities which was renovated in order to provide classroom space for voca-

tional-technical instruction in marine technology.

Without belabormg the discussion of the mutual benefit or "trade-off" maximum,
it is readily concluded that enriched linkages create both new channels and
expand extant ones soO that gu1d pro guo arrangements which reduce prolect costs
can be expected to occur in the future.
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SECTION 6
PROGRAM CHARACTERISTICS ASSOCIATED WITH THE COMPARISON
NON-ENRICHED PROJECT JUXTAPOSED WITH THE ENRICHED PROJECT
The non-enriched YCCIP project, selected for comparature purposes, engages partici-
pants in the pérformance of minor home repair, community clubhouse rehabilitation,
and the construction of a low-income housing four=plex condominium. A description of
the comparison project is expressed in terms of key similarities and differences from

the enriched test project.
Key similarities between the parallel projects analyzed include:

Empioyabiﬁty obstacles

O Ol

Project skill utilization
Linkage with the private-forlproﬁt sector

o 0!

"Real world" work expectations
Participant acquisition of work-relevant credentials

o O

Character of project supervision

Key differences between the parallel projects discussed are:

o Participant ethnicity

o Linica'ges with labor organizations

o  Division of supervisory labor

o  Provisions for post-program job placement

o Participant incentives for fulﬁlhng attendance 'an_ci punctuality expecta-

tions.

Key Similarities

Participants enrolled in the comparison project were not unlike those enrolled in
the enriched project in that they were 16-19 years of age and displayed similar
behavior problems upon entering theé program, such as alcohol and drug abuse,
lack of inter=personal trust, and a decided tendency to live outside or on the
periphery of legally and socially accepted mores. Upon program entry, the
participants found it difficult or impossible to take orders or constructive

criticism.
Skills utilized in the housing and clubhouse rehabilitation project included
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carpentry, plumbing, cement masonry, painting, electrical, and general labor.
This array of skills also pertains to those involved in the enriched activity.

Although the comparison project was not enriched, it did feature imaginative
linkages with the private sector in that construction of the four-plex relied upon
pecuniary contributions from a consortium of local savings and loan institutions
in the amount of $i50,000;

A fourth similarity is that the prograin administrators and supervisors sought to
replicate "real world" work expectations in the project. Replication of real
world circumstances was fairly detailed and included an orientation of partici-
pants to the personal conduct requiréments of a lumberyard.

Fifth, the project provided for the acquisition of credentials by participants.
Participants were given five college credits at the local community college in

attend nine all-day sessions at the college.

Supervision at thé comparison project was similar to that employed at the test
location in that it was "stepped-back." In other words, there was heéavy emphasis
placed first on teaching the participant the requirements of a task and then
leaving him or her to complete the day's work without further supervisory
intervention unless and except technical and/or behavioral circumstances dicta-
ted otherwise. The super visor/participant ratio was 1:6, which is not significant-
ly different from the test site ratio of 1:5.

While the comparison project is not an "enriched" one, it is clear that some ievel
of creativity was displayed in its design and implementation. Further, no
departures from the tenets of the program were observed; it was operating
according to plan, applicable policy, and regulation.

The comparison project features a higher proportion of minority participation in
a more urban setting. However, participants employed in the comparison and
test projects displayed highly similar employability barriers. (Appendix B
provides a déscription of participant characteristics).

Although the work skills called upon in the comparison project align themselves
with those which were entailed in the test project, the comparison project does
39
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not feature linkages with labor ergamzatlons institutionally associated with the
respective trades. No hnkages with labor organizations exist in the companson

project.

Supervision at the comparison site varied from that at the test location. The
supervisors at the housmg rehabilitation project developed a division of labor
whereby one supervisor was pr1manly responslble for imparting work skills whlle
the other became chiefly responsible for discipline. (This division of labor is a
smgle departure from customary "real world" work arcumstances) The age of
the companson site supervxsors was lower than those at the test site and,
part1C1pants developed. This sometimes resulted in work-sité control problems.
Comparison site supervxsors did not possess union “journeyman" status as did
supervisors 2t the enriched project. Their years of experience in the trades were
considerably less than their counterparts at the test site.

The supervisors at the non-enriched setting expressed a number of dissatisfac-
tions with program operations. First, they believed that the parncxpants
referred to as "downtown" were often too "hard-core." Further, they felt that
the program agent system for responding to supervxso.y and participant requests

for supportive services was too r1g1d cumbersome, and, in fact, non-responsive.

It should be acknowledged that the comparlson site supervxsors were corréct in
their perceptxons. They were deahng with partlcxpants who had not been heavily
screened. On the other hand, the enriched project engaged in heavy scréening of
dlsadvantaged youth who aspxred to become participants. The more extensive
screening techmques employed by the enriched project sponsor were orgamzed
around a process of multiple applxcant interviews. The comparison project did
not employ such a procedure. The enriched screenmg process énsured that
applicants were seeking more than "merely",a paycheck. The effect of the
enriched screenmg procedure was to ensure that participants were motivated
towards some personal/occupatxonal goals into which program partxcxpat\on
would play a critical, developmental role.
Supérvisory attitudes toward participants at the enriched site were quasi-
parental or guarchan-hke, as evidenced by slmple expressions such as "my kids"
and by supervisory efforts to assist partlcxpants with their personal problems'
when such assistance was sought.  Supervisors were understanding - and
demonstrably protecnve of the specxal hardshxps faced by the youth.
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The comparison program had no formally established and effectively functioning
linkages for purposes of post-program )ob placement in either lateral or upward
directions. While there were provisions for provxdmg those who oompletcd the
program with various menial labor )obs such as lawnwork and while there was a
linkage with a community based job bank that was regarded as ineffectual, the
project's worksite supervisors took it upon themselves to conduct ,ob develop—
ment on behalf of the parncxpants, they assumed that responsxbxhty on a strictly
informal basis. Test site supervisory involvément in post-program )ob placement
was an expectanon intrinsic to the enriched linkages which were geared to
participant entry into apprenticeship upon program completion.

Unlike the test site, the comparison project featuréd incentives for parncxpant
2ttendance and punctuahty.

Incentives were meted out every two weeks; if expectations of attendance and
punctuality were fuifilled, the participant was paid $4.00 per hour rather than
$2.90. At the test site, participants received $3.50 per hour without variation.

Other than the key differences enumerated above, other fundamental differences
between the two pro;ects can properly be attributed to enrichment features such
as augmented supervzsxon, trammg, and matenals, and expansion of institu*ional

linkages.

Costs Associated with the Non-Enriched Project
The total resources consumed in completing thé comparison project are detailed

below:
A. YCCIP-granted resources $32,987
l.  Administration $3,600
2. Trammg, supervision, and
pa.rtxcxpant supportive
services $5,600
3.  Participant wages $21,480
4.  Participant fringe
benefits $2,307
B. Private=for-profit sector contribution $125,000
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C. Other contributed labor $5,000

D. TOTAL $187,987
Discussion

The costs outlined above had been incurred as of September 30, 1979. These
costs are largely self-explanatory except that the private-for-profit sector
contribution was rendered by a Consortium of local savings and loan institutions
for purposes of enabling and facilitating construction of the condominium four-
plex in such a manner that units would be affordable by low-income families.

purchasing the units; they worked on the construction of the condominium on
weekends and during weekday evenings in order to supplement the work of the
YCCIP participants accomplished ddiing normal working hours. The program had
béen in operation for nearly eight months at the time of the study.

Unlike the test project, research discerned no salient subjectively measured
costs (viz., risks) associated with the non-enriched project.
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FROM THE NON-ENRICHED PROJECT JUXTAPOSED WITH MEASURED
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SECTION 7 |
BENEFITS OF LASTING VALUE WHICH HAVE BEEN DERIVED
FROM THE NON-ENRICHED PROJECT JUXTAPOSED WITH MEASURED
BENEFITS OF THE ENRICHED PROJECT

Program terminations are statistically distributed in the following manner:

1.  Obtained employment 3
2. Other positivé termination
3.  Non-positive termination (includes program completers

who did rot achieve program transfer or ém'pioy;-nent) 6
4.  Total Terminations 10

Eleven participants remain on the project. Twenty-one individuais will have been
cumulatively served by the activity. The average duration of participation was 26
weeks. The average duration of participation prior to non-positive termination was 17

weéi(s.

The comparison projéct's distribution of program terminations comparés unfavorably
with the resuits achieved by the enriched project. The enriched project accomplished
an retained employment rate of 50%; the non-enriched project achieved a rate of 30%.
In the comparison project, other positive terrninations constitute 10% of all termina-
tions, while the enriched project achieved 37% on this indicator. It is apparent that
partidpa’ﬁon in an enriched proieét is more likely to result in iob placement or entry
into an institutional arrangement which will enable further personal and educational
devéiopment.

Qualitatively Measured Benefits of Lasting Value:

Acquisition of Work Skills by Participants

f{é'pﬁ&ﬁng the methodoicgy émpioyed in the test site study, the researcheér
identified a work-site supervisor who had been actively involved in the project
since its inception and who had the opportunity to work with all the participants
directly at one time or another. The supervisor identified the following six
performan'ces as bein'g critical to the housin'g construction and rehabilitation
effort:
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Performance Trade

*1. Building forms Carpéntry

*2. Running Conduit Electrical

*3, b1gg1ng to grade General Labor
4, Exterior Painting Painting

*5. Cement ﬁnishin'g Cément Masonry
6. Sheet Rock Painting

The four activities with asterisks were represented among the six key activities

selected by work superviSors at the Whatcom Créeek Hérit'a’gé Park tést site.

The distribution of compariSon site skill assessment ﬁndings appears on the next
page. Supervisory appraisals of each of ten participants pre- and post program
competence levels are displayed for six kéy work activities using the same
format as was employed in an earlier discussion of the enriched project. The
pre-program rating is listed slightly to the left and the above the post-program
measurement, which is below and slightly to the right in each participant-
activity cell in the display matrix. The sum of the entry and exit ratings is
displayed for each participant and for each activity. An average difference
between the pre=program and post-program supervisory appraisal is displayed for
each participant and for each of the six activities.

Supervisory appraisai again assessed each particip'ant's entry and exit skill levels
was simﬂariy scaled at (1) unaccept'abie work pérformancé; 2 accéptable work

performance; and (3) superior skills.

It may be recalled that calibration of test site "level (2)" was at "70% of a union
ioumeyman's éxpe'cte'd work output;” calibration at "level (3)" was estimated to
constitute "95% of a union journeyman's expected work output.” The comparison
site supervisor contras:ingly acknowledged that most of his participants would be
hard-pressed to maintain employment at the union apprentice level. There is, in
other words, no question that participants employed at the test site are
performing satisfactorily at the senior apprentice level in nearly all instances,
while those at the comparison site are nct.
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Raw scores collected at the two sites were not rigidly comparable as the above
discussion would indicate; they employed differing baselines and calibrations.
Analytic compariability has been accomplished by applying compression factors

to the comparison site supervisory appraisals.

The parallel measurements provided below supply a background for narrative

analysis of compzrative skills acquisition.

Activity Enriched Project Non-Enriched Project
1. Building forms 94 .50
2. Running conduit 1.00 .50
3. Digging to a grade 91 .50
&4, Finishing cement 1.06 .10
5. Qverall progress .92 .55

(combining all 5
performances)

The level of skill improvément at the test site was heériy twice that at the
comparison site. The amount of incremental progress achieved by the compari-
son site partxqpants was tempered by the fact that nearly half were excluswely
for a substantial ma)onty of these participants.  Participants with higher
motivation and aptitude were exposed to a greater numbér of skill learning
experiences associated with thé construction of the condominitm. Those whose
performance was not as strong remained focused cn the housing rehabilitation

effort.

Péi’fidﬁén;cs at both sites entered the program possessing essentially no con=
struction skills whatsoever. Conservanvely stated, parncxpants at the enriched
worksite acquired skill in at least four key activities and their average leve’ af
pe.’formance was at least equal to that of a superior second-year apprennce. In
the non-enriched project participants were exposed to an average of three s«
areas, but approximately fifty percent (50%) were exposed only to exterior
painting. This is not to say there was not substantial progress made by the

companson site parncxpants nor is it to suggest that the non-enriched pro;ect is
not creative and well-managed. However, it is clear that the aggregate level of
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skill acquxsmon at the enriched site was truly greater. Furthermore, the
qualitiative differences in partxcxpant skill acquisition described above are
attributable to enrichment, most specxfxcally to enriched supervxsxc 1y enriched
program content, e.g., more extensive partxcxpant ;ob rotation, and greater work
complexitty associated with the tasks entailed by the enciched pr0)ect

Quahtatlvd}Masred.Buieﬁts of Lasting Value:

Acquisition of Work-Relevant Credentials by Partiapiants
Although the acqmsxtxon of work-relavant credentials is not a customary
objective of program participation, both pro;ects recorded achievements in this
area. In the enriched project, seven out of ten rugh schooi drop-outs obtained
their G.E.D. sincé entry, and the remaining three drop-outs were attending
G.E.D. preparation courses. In the non-ennched companson project all partxcx-
pants earned five credits at the community college in the Minor Home Repair
course; none earned their G.E-D.

Both sets of accomplishments are clearly deésirable and commendable, but the
researcher is convinced that the G.E.D. will have greater lastmg value to
participants both as a credential and, just as xmportmtly, as a mechanism oy
which the partxcxpant improved his/her arithmetic skills—an essential ability in
the construction trades partxcularly, and in the world of work, generally.

Labor organizations repeatedly stressed the importance of improved participant
arithmetic skills. On that basis, the labor organizations in the enriched setting
were promoters of the G.E.D. activity. Again, while acquisition of work-
relevant credentials was not a manifest program objective, G.E.D acquisition is
an important concomitance of YCCIF-enrichment.

Comparison of Qualitatively Méasured Benefits:

Demand Side-Estimate of Project Value
Previous analysis indicated that the enriched project yielded two principle
lasting benefits to the public:

1. The park constitutes an aesthetic enhancement to the community which
can reasonably be expected to contribute to an increase in tourism in the

long run.
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2. The park provides shoppers with a place to take an intermission and
thereby may be expected to increase their shopping activity; the park
provides peoplé with multiple reasons to come downtown and is likely to
entice more families to enter the downtown area.

Benefits yielded by the non-enriched project are:

.. Construction of the condominium four-plex permits home ownership to four
families which weuld not otherwise have had that benefit during the

program time-frame.2/

2. HéﬁSmg rehabilitation efforts affor: value improvements in the benefi-
tiaries living conditions and investments; nexghbors residential investiments

are also benefited by the non-énriched prc)ect's work product.

3.  Rehabilitation of the community clubhouse preserves a historically signifi-
cant structure and provides a rejuvenated gathering place for members of
the neighborhood.2/

The. researchers is faced with the choice of zood vs. better. The non-enriched
project yields benefits of lasting value o a substantial number of fammes,
well as to individual users of the community clubhcuse. The enriched project has
w1der and deeper social impact, however. The number of people who will use and
emoy the park will certainly be greater than the number of individuals whose
homes were rehabiltated, or for that matter, the number of individuals who will
use the community clubhouse: Cbviously, this conclusion is a function of the
nature and content of the respective projects.

Drawing upon thé model set forth by David Zimmerman and Stanley Masters in
"A Pilot Study of the Value of Output of Youth Employment Programs," the
project is an example of direct output expansion having high value relative to its
supply price in thzt it chiefly involves housing improvements for poor people who

could not othérwise afford to pay for such work.

The clubkouse iS a structure of architectural sxgmfxcance in the Pacific
Northwest. Its preservation has decided utility for the community as weil as
historical import.
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It can be said that 2n enriched setting — one featuring 2 network of enriched
instititutional linkages — will more likely than not select, or otherwise crystal-
lize, itself around a project which features "something for everyone" to the
greatest practiceble extent. The “propriéty“ or comparative desirability of the
selected "something® which the project produces or accomplishes is, of course, a

political and philosophical question.

Comparison of Qualitatively Measured Benefits:

Cost-Reductions which can be Expected in Future Projects

Reductions in the cost of operating work projécts cannot be expected to occur on
any significant level in the non-enriched case. No arrangements which would
have a significant future cost-reduction effect could be discerned by the

researcher.

Cost-reduction possibilities in the enriched environment are more plausible, but
nonetheless abstract in nature. The plausibility of future cost-reductions derives
from the reasoning that enriched programming creates new interorganizational
channels and expands extant ones in such a way that quid pro quo arrangements
which reduce overall project costs can prosper.

Comparison of Qualitatively Measured Benefits:

Expansion of Ixstitutional Lmkagps

This aspect must be understood in the context of an indirect program output.
Although expanded institutional linkages are one of the means employed in
YCCIP-enrichment, these linkages can also be an output of the enriched project.
Indeed, they should be.

The comparison project developed linkages with a consortium of savings and loan
institutions and with the local Council of Govérnments in its effort to build the
low-income condominium four-plex. These linkages are likely to prove valuable
in launching similar future projects; but "cross-linkages" between organizations
other than the project sponsor were minimal when smpared with relationships
exemplified by the fully integrated Technical Advisory Committee in Belling-
ham. While such linkages were not developed as part of an “enriched" process,
they are, nonetheless, valuable by-products of this housing rehabilitation effort
funded by YCCIP. It becomes clear that a well-managed orogram will develop
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some substantial linkages in the course of what could be termed "normal" or
"non-enriched” activity.

The enriched project occurred in an environment of ge’hér'aiiy successful émpioy—
ment and training programs. A pre-existing and complete network of developing
linkages was availatle to the enriched proie’ct. Nonethéleﬁ, the experience of
success associated with the highly visible and popular enriched project can only
enlarge th= willingness of the involved principals to try new things in new ways.
The emergent difference becomes one of greater scope and deptt in the enriched
organizational relationships and the associated esprit de corps. The enriched
project can generate a sense of community working towards common goals where
before, that sense was either absent or underdevelcped.
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SECTION 2
SUMMARY ANALYSIS AND CONCLUSION

Previous sections of this monograph have described and discussed parallel project
costs, risks, statistical distnbutlon of program termmaﬁons, and qualitatively
measured benefits of lasting value. The remaining comparisons are intended to focus

upon the quantitative measurement of comparative cost-effectiveness.

Such analysis measures cost-effectiveness in terms of the unadjusted cost per positive
outcome using the following formula:

Total program cost

Cost-Per-Positive-Outcome =
Number of positive outcomes

Total program costs include: voluntarily contributed labor, unattached voluntary
contributions from the pnvate-for-proﬁt sector, and pubhc funds invested in the
project. Positive outcomes include those partxmpants who obtained unsubsidized
employment and those who achieved other positive termmatlons, such as returning to

school, entering the armed forces, etc.

In the enriched project, costs of $279,189 were incurred in ach1ev1ng twenty—sxA (26)
posxtlve outcomes for a computed cost-per-posmve outcome of $lO 378. In the non-
enriched example, costs of $187,987 were incurred in order to obtain exght (8) posmve
outcomes as for a computed cost-per-posxtxve—outco'ne of $23 498. qute s-mply, the

non-enriched project cost-per-positive-outcome is twice that of the enriched pro;ect
quite apart from other quahtatxve considerations which have been discussed previous-

ly, such as differential work skill acqmsmoh, credential acquisition, and the Jikelihood

of subsequent unsubsidized employment at union scale.

Théie éfe other values which should be considered in deveioping an adjusted cost-per-
project outcomes. Closer approximation of the real unit cost can be accomphshed by
subtractmg a supply side-estimate of the project's labor value from the sum of

program costs using the following formula:



Adjusted Cost-Per- = (Total program cost) = (Product value)
Positive-Outcome Number of positive outcomes

In the non-enriched case, a suppiy side-estirnate of labor value was developed on the
basis of competitive bid estimates. The cost of lzbor associated with the YCCIP
undertaking would have been no less tt= $65,600 in the open market.

In the enrichéd activity, an architectural firm, licensed by the State of Washington to
provide such estimates, calculated that alternative private sector <ompletion of the
YCCIP-accomplished portion of the Whatcom Creek Heritage Park and Maritime
Heritage Center would have cost $401,000.

When previously unadjusted indices are adjusted accordingly, the enriched project
yields an adjusted cost-per-positive-termination of - $4,685, as contrasted with a non-
enriched cost of $15,373.

Even if the margin of error in computing the value of the non-enriched project's
résults was remarkably wide, the cost relationships defined above would still pertain.
For instance, if the value of the rehabilitation work performed on fewer than ten
homes was twice the 365,000 estimate{$130,000), the adjusted cost-per-positive-
outcome would still compare unfavorably at $7,248. This is not surprising since the
enriched project's benefit-output exceeds its resources-input by a ratio in excess of
1.4:1.

In summary, quannhed analys;s of the par'aﬂéi proiects indicates that the additional
investment of resources entailed by enrichment is well worth the benefits enrichment

can brin'g.

But quantifiable considerations alone cannot apprehend all of the considerations which
should dealt with at a the theoretical level, and, more importantly, must be dealt with
by a thorough policy decision-maker. Therefore, qualitatively defined summary form.
Relying strictly on his own impressions, the researcher has rated the project outcomes
using a Guttman-type scaling of 1-10, where one is the least desirable outcome.
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t-redictions
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project per
$100 ox pubhc

expenditure

]’otal Subjective Output

osed to 45 skill areas; mos:
developed & skills to the level

of 2 superior apprentice

OUTPUT RATING 8

High school droputs acquire
the G.E.D., which has dollar
value in the workplace and

psychological value to the
participant

OUTPUT RATING 8

Project has a track record of

trade-offs which have perm-
itted greater utilization of

grant resources.

OUTPUT RATING 5
A consequence of th’e projéo
was to widen and deepen

linkages with discernible

effectiveness.
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1.4 days
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painting; the other 50% acquired
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OUTPUT RATING &

Participants earn 5 college credits
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Nonédiscer')ed.’.. ad

Some financial linkages were esta-
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trative arrangements

OUTPUT RATING 8

OUTPUT RATING 28



After considering indices of cost-effectiveness, thé qualitatively measured benefits
and non—quarmﬁame risks associated with YCCIP pro;ect-ennchment aga.mst the
analogously measured costs and results of <he non-enriched project, the researcher
concludes that YCCIP-enrichment is a particularly desirable program strategy—both
intrinsically and comparanvely. It is well worth the additional investment of financial
and staff resources. In fact, in nearly a decade of association with employment and
training programs, the researcter has never seen a finer example of . effective,
vanguard éffort to meaningfully assist the disadvantaged.

The policy decision-maker who is considering the feasibility and desirability of
adopting an enriched YCCIP activity must weigh the quantitative and qualitative
benefits outlined above for him/herself. As a footnote, when calculating the meaning
of "risks" such as those enumeratéd in the description of the enriched project's costs,
the reSearcher advises weiéhing the risks in Biné?y terms: if the potentiai risk comeé
the nsks seem tolerable, are there the necessary and sufficient conditions for a
successful enriched pro]ect" These conditions are enumerated in the next and final
section of the monograph. Policy-makers are advised to ascertain the presence or
absence of these conditions in thexr own 1unsd1ctxons prior to investing a wealth of
time and effort in studyiny. -esigning, and 1mplement1ng an enriched youth "sweat"
work proiect.

As a final comment, it should be mentioned that one of the unfortunate tendencies of
summative evaluative research is that it oftén superimposes program objectives at
program termination when these objectives may not have been extant at thé time of
pro;ect design and operation. T This monograph succumbs to this tendency in a number
of instances including, for example, the measurement of credential acquisition when
such acquisition was not a manifest YCCIP objective under the examined grants and
contracts. Sometimes it is neccesary to succumb to this tendency in order to fulfill
research objectives. Nevertheless, when ob]ectxve-, are superimposed over a project ex
post facto, it may sometimes seem that a project, or the people associated with it, are
being criticized for not domg what they never said that they were going to do or for
not domg what they never—and correctly so—understood that they were supposed 1o
do. All of this is another way of rmaking it plain that the comparison project was a
good projéct, 1mportant 0 its community, and otherwise productive. Sincere
appreciation is extended to everyone who contributed to this study.
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SECTION 9

SUCCESSFUL, COST-BENEFICIAL ENRICHED PROJECT
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SECTION 9
ENVIRONMENTAL CONDITIONS VHICH WERE PRESENT FOR A

SUCCESSFUL, COST-BENEFICIAL ENRICHED PROJECT

environment of the enriched project. Whether the conditions which are set forth
bdwareabsoutelyrecesarymeﬂmcemmtorwheﬂnrtreycanberegardedas
“optional” are a set of empirical questions which still need to be examined.

Again, in this research, the listed oéhdmo?ﬁwéréﬁ&ﬁ&niobepfesentandﬂieywere
regarded as being highly unportant by the various prmcpals involved in the enriched
activity. The individual po[cy—maker who is considering the desirability and the
feasibility of enriching this or that YCCIP involvement must deliberate whether the
absence of one or more of these conditions would d'xange the cost-benefit outcomes of
an enriched project in his/her ]unsdxctxon or whether, in fact, the absence of one or
more of these conditions could prove disabhng.

In addition, the listed conditions may be intrinsically important, or it may be that their
presence in a given situation is merely barometrically indicative of some other
variable wh1ch the pohcy-maker believes would be critical to mounting a successful

enriched | pro ]ect.

In any event, the researcher believes that careful application of the cost-benefit
considerations describec in the foregoing discussion must properly appreciate salient
exogenous or environmental variables.

Advisory Committee Vitality

The community in which the enriched pro;ect was conducted had a history of
robust advxsory commxttees in the employment and trammg field. The labor-
management committee, which advises the vocational-technical institute, is
actively involved in shaping the institute's curriculum and direction; it is far
from a "rubber-stamp” 6rganizaﬁon. Similarly, the local manpower planning
council was vital and had successfully involved organized labor to the extent that
gaining a quorum was seldom a difﬁculty since tardiness and/or absence were
minimal. The v1tahty of adv1sory committees can be viewed as a barometer of
the degree to whxch complex hnkages wﬂl be poss;ble. It is also md;catxve of the




for zrnf*lementmg enrichment, since it stands to reason that the wider and deeper
pre—ex:.stmg involvements and interrelztionships are, the less costs will be
incurred in developmg and strengthening the linkages necessary to enrichment.

A Successful Bnpbyment amiTrazung Program Envaonment

Similarly, the enriched pro;ect proved successful in an environment which had a
gene:a.lly successful history of employment and trammg programs. Critical
indicators of a generallv successful history of employment and trammg pro-
grams" includes such th.mgs as: adequate-to- i, erior program administrative
capability; absence of, or minimal program—related scandal; comparanvely
succe.sful output indicators, such as levels of placement and other positive
terminations; an absence of program overlap, duplication, and conflict in the

community.

Key Principals Possess Adequate Authority

Prmcxpals whose invoivement was critical to the success of the enriched under-
taking all stressed that adequate power to commit their orgamzanons was an
essential zngredlent. Adequate authority permxts the principals to creanvely and
flexibly fulfill exigencies which may prove apparent Only to those who are
mtxmately involved with the pro;ect. It permxts the principals involved to decide
16 use innovative and/or de-institutionalized approaches to unfamiliar circum-
stances and problems. This condition is indicative of other variables which arc
unportant mgredxents for success, including such thmgs as: adequate manage-
ment, as reflected by authonty-deleganon patterns; organizationa! enthusiasm
(staff morale); and institutional risk-taking proclivity 2nd ability.

Broad Collective Desire to Make the Project Work
Strictly speaking, this cannot be a condition pre-existent to the prolect itself.
Instead it is reflective of conditions where the securmg of adequate commit-

ment of influential persons was regarded as a feasible objective. The collective
desire to rmake the test project succesfu] was heavily buttressed by the active
suppert of the community's chief elected official. The availability of adequate
community pride to support the effort was perceived as being available to the
developers of the enriched project.

Differing Organizational Policies and. Procedures are Reconcilable
Enriched linkages will necessarily entail the reconciliation of mcompatabxlmes
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between orgenizations. Before mdertak.ng the enriched project, the key
prmcxoa!s beheved that théy were capable of reconciling crganizational differ-
enc:smacreanvewaysoastoperrmtthepro;ecttobefmherec. For
instance, it was cL.ar that varying personnel policies woulc need to be reconciled
between the varicus organizations 1o pe:mn the establishment of no-nonsense
"real world" work conditions at the ]Ob site. There was a pre-existing confidence
that a spectrum of potentia: administrative disharmonies could be overcome.

Penetra.buity of Labor Organizations

It 1s clear that if a project sponsor intends to involve organized labor in the
enriched project's desxgn, then organized labor must at least be "appro=chable” in
the sponsor's community so that a "sales pitch" can be delivered with some
likelihood of success. In addmon, in the test project community, the ranks of
local unions were not filled excluswely, or even mamly, through famdy ties:
Therefore;, the likelihood of non-affiliated disadvantaged youth being able to
penetrate into the apprenticeship ranks was reasonable, as was the fulfillment of
the criterion for developmg efficacious Lmkag&s for job placement purposes.
These considerations shouid be carefully studied by the ooho' decision-maker
prior to opting for YCCIP-enrichment.
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APPENDIX A

DESCRIPTION OF ENRICHED-PROJECT
INDIVIDUAL PARTICIPANT ACCOMPLISHMENTS




APPENDIX A

PARTICIPANT CURRENT STATUS ACCOMPLISHMENTS
NUMBER
1 Returning to school Passed carpenter's Pre-Apprentice-
full-time and will seek ship test.

employment as  an

apprentice carpenter

2 Cement mason appren- Obtained G.E.D.
tice

3 will seek employment
as an apprentice car- Passed carpenter Pre-apprentice-
penter ship test

4 Transferred from SYEP Completed SYEP

and will enter the local
vocational-technical
institute in electronics

5 fransferred from SYEP Completed SYEP
and will enter local col-
lege in Park Techno-
logys is working on GED

6 Attending local vocat- Working towards iron worker ap-
jonal-technicalinstitute in prenticeship
welding

7 Seeking employment as Gained academic credit from the
an éf:'préntice carpenter vocational-technical institute; pas-

sed carpenter's pre-éiéf:i'éfiﬁceship
62 test




10

1

12

13

14

Sééking empioyment as
an apprentice carpenter

Will seek unsubsidized
employment as a labor-
er andfor apprentice
carpenter

Will transfer to YETP

Working towards plum-
bers and pipefitters ap-
prenticeship

Seeking employment as
a construction Jaborer

Attending local vocat-
ional-technicalinstitute
welding course and
woridh'g on G.E.D.

Seeking employment as
an apprénticé carpenter

~T

Obtained G.E.D. and passed car-
penter's pre-apprenticeship test

Obtained G:E.D. and passed car-
penter's pre-apprenticeship test

Woricing towards cement mason
apprenticeship

Passed (with high score) GATB test
for Plumbers and Pipefitters ap-

prentice-ship; obtained G.E.D.

Placed on Laborer's Union "B“ i.is’t

Transferréd from YETP

-
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APPENDIX B.1
PARTICIPANT CHARACTERISTICS IN THE ENRICHED PROJECT

The experiences of thirty clients were donsidered for purposes of this evaluation. All
participants were CETA Title 1V - ehgxble. Twenty-five of the thlrty were Econom-
ically stadvantaged the other five were ranked betweéen 71% and 85% on the Lower
Living Standard Income Level. Twenty-three participants were male and seven were
female. One participant was Black, one Hxspamc, two American Indian, and the
remainder were Caucasian. Eleven of the participants were hxgh school drop-outs:
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APPENDIX B.2
NON-ENRICHED PROJECT PARTICIPANT CHARACTERISTICS

One of the twénty=oné participants was féemalé. Sévénteen were black, and four
Asian. All were disadvantaged with one ranked at 70% of the Low Living Standard.

Fourteén weré hij’gh school dropiouts'.

The text's assértion that démographic characteristic différénces bétwéen the two
projects did not contaminate the research comparisor is buttressed by a comparison of
respéctivé minority piacéme’nt ratés. The non-énrichéd project achieved a thirty
percent minority placement rate while the enriched project accomplished a minority

piacement rate of 66 percent.
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APPENDIX C

LOCAL NEWS COVERAGE OF THE ENRICHED PROJECT
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Belingham, Wesh. Hordld, Thurs

. Sept. 28, 1973

G-P pdymem offer

By JOAN CONNELL
Herald Staff Reporter

Georgia-Pacific Corp.. is going to pay
the city of Bellingham $300.000 toward
development of a maritime heritage
¢enter proposed for the mouth of What-
com Creek. :

: The S1.i million. project includes
plans for a fish hatchery on the site of
the city”s oid sewage treatment plant. a
marine. technology. program operated
by the Bellingham School District. and
a museum tracing the area’s fishing
and marine industries,

¢ The G-P money would be matched
thh federal grants. Mayor Ken Hertz
said. to develop *'a recreational facility
with an eéducational theme in the heart

jeLsp

RIC

Aruitoxt provided by Eic:

of downtewn Bellingham."

_Hertz told the City Council commxttee
of the whole Wednesday that the
$400.000 meets a state rgquu-ement that
G-P provide the city with ""equal or bet-
ter waterfront access’ in trade for G-
P’'s new sewag : treatment lagoon along
Bellingham Bay.

Georgia-Pacific is also paving the ci-
t¥ $81.000 for streets on the site of the
sewage treatment lagoon. That money
will 2o to the city’s street and storn
drainage improvement fund.

The monetary agreement. Hertz said,

“was substantially more than we ex-

pected.” _ _ _
_The city’s grant.s coordinator: Steve
Pnce. told the council that the
{Continued on Page 5A, Col. n

G-P pﬁymenf

(Continued from Page One)

maritime heritage center’s develop-
ment would be accomplished in several
About $200.000 of the G-P money
would be combined with state cr federal
money to acquire additional property
around the old sewage treatment plant:
The remainder of the G-P_money
would be combined with other state and
federal grants to 'develop the fish-
rearing facility, estimated at $850.000,
which would be aimed.at restoring
salmon runs to Whatcom Creek. -

_The state departments of fisheries
game would assist in_the project, pro-
viding fish, eggs and feed. A federal
youth training program grant which
would allow initial developmenl of the
fish-rearing facility is near approval,
Pricesaid.

The project would mclude conversion
of two of tne old city sewage treatmnent
tanks to hatcheries, construction. of a
sSpawning pond, and installation of fish
ladders or Whatcom Creek:

A fish-viewing facility, sirnilar to that
at_Seattle’s Hiram Chittenden Locks,
alsowould be constructed.

Dr. John Zei., assistant supermten-
dent of the &elhnng Scbool District,
said he envisions conversion of the old
pumphouse on the sewage plant sitz io
classroom space.

George Thomas, director of the What-

-com Museum of History and Art, said

interpretive displays. artifacts and
photographs in the proposed museum
would trace Bellingham’s heritage as a
marine and shipbuilding center.

Hertz told the councrxlrthe proposed
maritime heritage center would pave

* the way for more commercial- and

tourist-related development on the
waterfront.

If the City Council re]ects the idea of
the maritime heritage center, the
$400,000 would not be available from
Georgia-Pacific, according to Hertz.

~If the council turns down this pro-
posal, then they could negotiate with
Georgia-Paciflic on whatever alter- -
native they have in mind,’ Hertz said




Remarkable change
Bellingham City Council has given the mayor
authority to seek outside money to develop 2
park at the mouth of Whatcom Creek: The idea
is to build a “heritage” park, complete with
salmon spawning channels and a fish ladder up
_That anyone would even think of using

Whatcom Creek waterway for a fishery project
is testimony to the remarkable changes that

have occurred on Bellingham Bay in recent

- The truth is that the mouth of Whatcom
Creek probably has not been so pollution-free
since pioneers Roeder and Peabody built their
sawmill there 126 years ago. From that time
on, mills dumped their refuse in thé waterway,

and the city poured in its sewage.

_Ten years ago; Bellingham was dumping

treated sewage into the waterway, and the pulp

mill was spewing out its waste lignin. The
amount of oxygen in the wétéi'wasasc}og}g
zéro as could be measured. Even worms were
hard pressed to survive.

_ Since then, the city hae built its new _ .
treatraent plant on the south ride, and Georgia-
Pacific has drastically reduced its discharge of

wastes and is in the process of doing even more
to improve the water Guality. In fact, itis
money G-P is paying the city for the use cf the
shoreline for its water treatment lagoun that is

providing the seed money for the park.
__The park project is proof that sometimes
things do get better.
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Work to begin on educahon center

FY o l"ﬂ'.‘lm
Ofthe Berald Stall .

_The Whatcom Creek trall project;
tinanced by a federal grant to pro-
ufe o trainine for 16-Incal youth,
1w il trle o paaverting an old of-
G awart plam lo 3 murieg-
il Yhenconter. — -

~ Wk vn the L0 foot Ln-hdd:t
vt s steny. odjacint to ite Picketl
Invibosk - 3fk, begin in Marvh,
sltlw-ugh the projeet 35 pid jor by 8
01338 Conprebencave  FEmploy-
went ond Trae=s Act grant, Jocal
sonirbutiens I 58 project tutal at
fenst [ITV0L “wulagay.

The_ cona Liiiy-contribulion
~limale docint intnde the hoorly
Lot Junated Ly Jecal lnbor
wciitalivig, io-tediye the lraw-
wedbhers' Undon focol 503 and the

Carpenters’ Lacol 226, F
hcdeudﬂmklhemhmkrﬁ
vnch. coaversion of

foctades »
sucated sewsgedreaiment plant
wrtaliond o 8 mstne-cducation
vemter, isSed. 8.

Juhn Ivary,-operations manager
foor 100 cMy's I'BiK Lt UoCrealion
mmr!m,-,mkd@!—ﬂ“
e wet. tvory i3 supervising the
Whatcem Cooch T rall project.
| Saeve Pnce, ﬂr:ﬂdl -
amarior, sabl e -$23709 -CETA

eraii, Pl 350000 & Gevnis-Pacific
Umn’s SO0 donation loward

cd-aun-mr

“Tecbuicully there's no ugn
snimal a8 Whalcom Creek Pork,™
I'rice said. Eventuully thé_tralfs,
marine-cducation tenter and another
lwve acres on the soudd side of What-
v 4eck will be_known 23 B¢
Maritime Meritn:e Center,

~Tits is_ ticllinghom's  Stanley
Inek. said Gay Dubipk of the Not-
u-m\cnm(wl.whd.h“-

um-mum«ummon
crane at about 10:43 w.m. Toewioy by
he 16 yountt peohie who are ladtiing
yureus comstroction skills,
--Scheduled speskers include Herta,
Faacone Wiegmim, conmizsioncr of

ruutrulm uafons 88 pre-

Youths werk in coacrote. rowsh
Newkirk said. Nearty all. be added,

Santiae Horkuge Pak, will poy fer  asked

i fraibilliidg and maribe- |

Q

RIC

Aruitoxt provided by Eic:

" Mav.hpn mmemnbnol
the odd trentiem plait bailding.

Ides McArdie, proeram developer
tor lictinghain Vocntional-Tectinicat
Dwititute, sawt A begtomng marine-
cduation progrum could begin for
tich seheol xtudeats in December st
he conter.

“*What we hove lnmludkum
ipote o x_ program _ie narné
trchoslogy fer mphachool stodents
whe've hever had say real m
U £ Biatincretated Lok, McAr
die xaid. “When it all comcs together
[} ﬂlluablupluslorlhem
"

1°rice snid Northwest Stecihenders,
mmmm&yhmu
the_s3-foot

. 'lif e 3te The

Mdamumﬂnﬂ:m
Inerther.

Incieded i the project is s ncw,
wmnmm Sulchery's

tions ta bucy (tve acten of praperly on
the south slie of Whatcom Croek. A

c\db\‘lledh’ﬂ&dlh:rﬂﬁ
o the Marrthne Heritoge Conter
snrk systens.

7?-—7 1 vt v G TT——— .

PaE
[}

Qarn AT o TIPR
et
K

Whatcom Coonty Bullding Trades Councl
Sscretacy Wray Newkirk looks over the pro-

ificrataghieis vp Dos Vo
posed marine education conter at e moct™

L2

D

C aet,

70



BaTinghar, Wash. Horold, Thirs. March 1, 1979 W

Worl to b@gm

brambles, I
Work on & trall sysiem ll""( sewage-trastment tanks inte fish reer-

the
ma-mmuhmmmm
ing of 18 Jocat youths, With the belp of
w(ll_tegin development of Whetcom
Creek Park, .
,T\tmnul“pbyaﬂu.m
grast wader the Cemprebessive

..\_7‘
)

Q

ERIC

Aruitoxt provided by Eic:

o |
-
@
=2
W

CETA meney.

ils along Whaicom Creek

sdminiatrator Sor the Necthwest Ser
vices Conncil, which hee besn swarded
the contract for administering the
Mmm-ﬂhw
port of Ui profect. A big shelter will b
built nesr the et pavers en the north

he  3ide ol the crasit. A amaller sheltor will

b bullt at the western-mast trail end ot

mmmmum [ 2
el

.mum:.mm
trades workerainl7eraftalields,
Tires bullding-trades journcymen
will Delp Newkirk supervise work. Iron-
"!M'ﬂw&_h

ubwmmu-up
broaen Job.”
mmhpﬂhwu

3, Debige
m-uummn

Sighest prierity ratisg by siata Snctal

cxT
money. The oy, which e ¢
mevﬁﬁhwan
pit together the proposal for the menc
0 lale suenmmer afler word of the manc
uwuhullmdnb.

wateriront area,” Price sald, setl
[ 1

—
~



AT

ERIC

Aruitoxt provided by Eic:

vin?m;pwgummmmm | IUVINE SR Wl S BN . 1%,y UALE." DPPETIIENOCS . FTHRK  OfY
future direction. - .

" Districts below the state average will he mmmmmmf
= jma Mwmldyuumahry lonbldebnhtmh'

mmnuubjcammém
hterpnu

e

y volves the  Belllagiam . School

poscd -luu cigar in his mouth
- while his mother snapped sn
mmncvk(mdhlmtnhvu

hnncrmllﬂcdlhel-cmbddn
they: had . dadlt - we Whatcom
Creek,

"Aljhlhldo!g: mwmi“"
followed the plsces. - £ of the ' '
bridge wos & .rescendo of hame -
.mering, as the younf CETA .
mmmmmm
-place. 30 sssembled city, state,

i federal and local labor offictals
.couid try it out. -
+-The Maritime Herifage Cenler,
ot the mouth of Wastcom Creek p
mu»mu;mrnmm,.,
lnlapn-un

District _and Bellingham - .




A 7: e s e o —— =
THE ENRICHMENT OF
LABOR-INTENSIVE WORK PROJECTS

n

(W




PART A

CIVILIAN CONSERVATION CORPS:
THE FIR ST ENRICHED LABOR-INTENSIVE WORK. PROJECT

03]

Ko




PART A
CIVILIAN CONSERVATION CORPS:
THE FIR ST ENRICHED LABOR-INTENSIVE WORK PROJECT

Durmg 1930-1932, there were an average of nine hundred bank failures per year.
Homes were bemg lost daily; 400,000 were lost in the year 1932 alone. Thousands of

farms were being sold. Family life was breaking down under the devastating pressure
of the Great Bepressxon. In 1933, nearly seven million youth between the ages of ten
and twenty-five were out of school, out of work, and out on the street. Young peo‘pie
began to wander from coast to coast looking for food as much as a tangible
opportunity and some semblance of stability. High school—-let alone college—
enrollments were dechnmg as reciprocal increases occurred in hobo jungies and

breadlines.

President Franklin D. Roosevelt entered office promising to take action to relieve the
problems of unemploymen.. and the 1mprudent use of America’s natural resources. In

his first inaugural address, he said:

Our greatest primary task is to out pecple to work:- This is not
an unsolvable problem if we face it wisely and courageously.

It can be accomplished in part by direct recruiting by the

Government itself, treating the task as we would treat the

emergency of a war, ,but at the same nme. thronjgh this

late and -eorgam..e the use of our natural resources.

To combat the severe depression, Roosevelt spent his first days in office sketching an
organization that would pool-the rescurces of the Departments cf Labor, War,
Agriculture, and Interior under smguiar leadersl'up to reduce youth unemployment

while simultaneously aiding the cause of conservatior.
In his March 21, 1933 message to Congress, President Roosevelt said:

I propose to create a Civilian Conservation Corps to be used in simple
wrk, nct interfering with normal employment, and conrining itself to
;orestry, the prevention of soil erosion, floed control, and s1m1lar
projects. I call your attention to the fact that this type. of work is of
definite practica! value, not only through the prevention of great
present financial loss but also as a means of creating future national
wealth:

Contro!l and direction of such work can be carried on by existing
machinery of the Departments of Labor, Agricuiture, War, and
Interior. o
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I estimate that 250,000 men can be given temporary employment by

early summer if you give me authority to proceed within two weeks...
After "An Act for the Relief of Unémpioymént throu'gﬁ the Performance of Uséeful
Public Works and Other Purposes" had been passed by both houses of Congress and
signed by the President, an Executive Order was issued on A'prﬂ 5, 1935. The
Executive Order (1) appointed Robert Fechner of Boston, Vice-President of the
nternational Association of Machim;Sts, as Director of Ernérgency Conservation; (2)
provided that an advisory council of four should be established including representa-
tives of the Secretary of Agriculture, the §écretary of Gl'ar, the Sécrétary of inte’rior,
and the Secretary of Labor; and (2) transferred $10 million for use by the Director of

Emergency Conservation Work.

Subsecjuent action was ra'pid. .Two days after the issuance of the Executive Order, the
first CCC participent was selected by the Department of Labor and enrolled by the
War Departmént. Twelve days after inauguration of the CCC, the War Department
established the first work camp in the George Washingtcn National Forest near Luray,
Virginia. Members of the CCC began work undér the supervision of the United States

Forest Services.

At first, the camp was merely a group of army tents callad Camp Roosevelt. As time
progressed, however, other structures such as barracks, and recreation and mess halls

were created.

Efficient mobilization of men occurred rapidly. At the end of three months 300,G00

men were involved in the CCC effart.

The first CCC enrollees were from major urban areas. Eligibility was limited to
unemployed and unmarried male citizens between the ages of 18 ard 25 who indicated
they would allot a substantial portion of the program's monthly cash ailowance of $30

for the assistance of their farnilies. Most enrollees aliotted $25 for this purpose.

The enormity of the Civilian Conservation Corps and its accomplishments is essen-

tially unfathomable. Between April, 1933 ard July, 1936, nearly two million men were

given empioyment. Roosevelt's "Army" as it was someétimes cali+d, planted 76&

million trees in fcrests during this period. Other measurable accomplishments

includea forest stand improvement in the amount of 2,457,319 acres; forest hazard

reduction over an expanse of 1,517,238 acres; 2,761,818 man-days expended in fire-
76 85



fighting; 71,455 miles in truck trails created; 48,625 miles of telephone line strung;
erosion control m-~asures im'piéme’ntéd ovér an areéa of 3,3é7,292 acres; and dam-

building and gully control occurred over an expanse of 2,439,819 acres.

Thousands of small reservoirs, water holes, and springs were developed to provide
drinking water for agricultural purposes. Swimmin'g pools weré constructed for use by
disadvantaged children. Picnic grounds were established from coast to coast. It has
been estimated that the U.S. conservation program was advanced at least twenty years
by virtue of the CCC - accomplishments.

The American public was genuinely and thoroughly impressed with the Civilian
Conservation Corps, the speed and efficiency with which it had been established, the
good it was domg for previously memployed and demoralized participants, the
stimulation which it proviced to the depressed economy, and the physical accomplish-
ments which it left in its wake for enjoyment by Americans.

The CCC had initiaﬂy been for a two-year périod.

As the two years came to an end, President Roosevelt enthusiastically proposed an
extension of the program:

The resuits achieved in the rehabilitation of youth, the conser-

vation of osur natural resources; the development of new recrea-

tional opportunities for our citizens, and the quickening of

business recovery have proved so worthwhile that I have not

hesitated to recommend continuance for Civilian Conséervation
Corps Camps, for another two years.

On March 24, 1935, the New York Times mirrored the President's enthusiasm in an
editorial which szid in part that the:

Three results listed by the President (rehabilitation of youth,

conservation of our natural resources, development of new

recreational opportunities) would in themselves make these -

camps 'worthwhile' quite apart from the ‘quickening of I 'siness

recovery,’ and would urge their continuance even in good imes:

\

Congress extended the CCC for ancther fifteen months by passing the "Emergency
Relief Appropriation Act of 1935."
Contemporary em'pioymént and trainin'g 'profésﬁonais may not be aware that the CCC
offered considerably more than "sweat" work to it enrollees. For instance, shortly
after reaching camp, each enrollee was interviewed in order to map out an emplov-
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ability development plan. A +ailored program of educatior.z! instruction was Created
and unplemented for each enrollee. Over seventy percent of the CCC's enrollees were
involved with one or more evening classés on a voluntary basis. Illiteracy was a
substantial social problem at the time, and more than 40,000 individuals were taught
%o read and write during théir tenure with the CCC. Enroliees were exposed 1o
multiple trades and skills; more than sixty major occupations wére represented in the
activities of the CCC.

Furthermore, enrollees were ngen the opporturity to learn various hobbies thrOugh
e\.emng courses. In most instances, the hobbies which were taught contained a great
many work-relevant SklllS. Leather craft, metal work, and furniture-making were

among the hobbies represented in the curriculum.

Each camp possessed a library which was well-stocked with a variety of reading
materials. Traveling hbranes, which went from camp to camp, supplied the enrollees

_thh recent popular fiction and books on nature and travel.

There was considerably more to the CCC than nsweat" work, and the additionai
services which were provided to the enrollees are not unlike the Concept of
venrichment" which is being applied in selected contemporary labor-intensive projects,
the focus of *his guidébook.

The architects of theé CCC understood that the Great Depression was a psycho-sociai
as wal] as an economic phenomenon. The CCC therefore, not only provxded "sweat"
work to combat the depression in its economic aspects, but also provxded an
environment in which personal development anc revitalization were encouraged and
nurtured. In that sense, the CCC can be regarded as America's first "enriched" social
program which administered "treatment” to the person—aa-a-whole. It is in '°spectfui
acknowledgement of that fact that this guidebook to work project enrichment is

offered.

(n
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PART B
TO ENRICH OR NOT TO ENRICH

In many instances, adaptation to a mode...ized Civilian Conservation Corps program
model would amply serve thé work pro ,oct needs of 2 communit ty. In other instances,

more extensive variations on the CCC theme would be appropriate.

Research concerning ways in -vhich "sweat" work projects can be made more
successful and more cost-beneficial under specified circumstances has been particu-
larly instructive with respect to the notion of work project "enrichment".

An enriched work project design is construed to mean one which features: (1) linkages
between organizaﬂons which havé been nurtured for purposes of enhandng 'projéct
efficiency and efficacy; (2) increased allocation of resources away from participant
wages and fringe benefits to cost categories such as supervision and materials; and (3)
heightened program complexity resulting from increased interdependencies in activity
scheduling.

The history of a successful, enriched project is the subject of the remainder of this
guidebook. The enriched project, located in Belhngham, Washington, was cailed the
"Whatcom C'een Hentage Park and Maritime Hentage Center Pro;ect" The Whatcom
sewage treatment plant on steep, highly overgrown terrain adiacent to the creek, with

access to the Bellingham waterfront.

The major work involved in tumin’g the projéct 'piars-'into reaﬁty included (1)
relocating a pre-existing fence and installing a new one; (2) modification of a sewage
treatment tank for fish-rearing purposes; (3) extensive brush clearing; (4) extensive
grading of steep slopes; (5) construction of park facumes, 1nclud1ng installation of a
footbrxdge across Whatcom Creek, which was the occasion for a hxghly visible civic
dedication ceremony; and (6) the extensive rehabilitation of a building icr use as a

muiti-'purposé faciiity.

Notabiy, the community-based or'ganiz'ation which sponsoréd the projéct had not

ongmally envisioned a large-sczle enriched activity. The csmmumty-based organiza-
tion (CEC) and the City ct Bellingham were originally engaged in planning a youth

work project of much smaller scope; they had in mind some brush-cicaring and
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mocderate trail construction. In the process of devcloping arrangements for the
original project, the €BO anc the City conceivea of @ more ambitious project. A
fusion of ingredients occasioned the emergence of a large-scale, enriched program
conicept. These ingredients inciuded: {!) the CBO's consuming intercsi in program
inncvation and quality; {2) the Z:ty's intermittent interest over a seventv-year period
in developmg a oark which, hac access o the waterfrent; (3) the Mayor's intense
personal interest in parrcS‘ ard (&) the emerging availability of voluntarv firanciai
contributions from a major prxvate sector firm in the community, which enabled a2
creative and ambitious undertaking.

Upon abstract formulation of an expanded and enriched project concept, the CBO
established itself as an 1ntermed1ary between a number of participants who were
regardecd as critical to the activity's overall success. Whiie the City developed
mutual-benefit arrangements with the éeorgia45adfic Corporation to secure a
$400,000 voluntary c:ontnbunon, the CBO strengthenad its relations with organized
lzbor so that cuahty supervmon and produc*xve Imkage with apprenticeship programs
would be concretized. The CBO also linked the local vocational-technizal institute

into the process for réquite educasional support.

The CBO came 10 operate in an intermediary role as construction contractor. In this
capacity, the CBO sought to hire superviscrs for the project; but it encountered
difficulty in recrujting and confidently selecnng suoervisors when it employed
channels other than the local union buciness agents themselves: In other words, the
CBO did not possess established criteria by which to judge the relative quality of the
appiicants being interviewed. Thus, liaison with the various business agents expanded
to 1nclude arrangements for selection of supervisors by the agents. On the basis of the
expenence, the value of intense cooperatien and coordination between the various
institutions involved became much ciearer. The Cxty, the CBO; the local vocationzal-
technical institute, the przvate sector, and the labor orgamzat ons discerned that
regular gro_p communication was fundamental and facilitative. While this develop-
ment cértainiy did not and should not have 5urprised anyone, each of the organizations
discovered that it possessed a wealth of information and services which could be
contributed to one another—and tnereby to the proiect as a whole. 'I:ney concluded
that periodic plenary meetings were the best means for getting things done--correctly,
quxckly, and creat'vely. The "Technical Advxsory Committeé" was born. The steps for
developmg a successful ennched projec: and a description of the Technical Advisory
Cc mittee are set forth in part C. In fact part C describes the entire process by
which an enriched project can be successfullv planned and implemented, predicated
upon the Bellingham, Washington experiénce.
Qs
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A number of other summary ciariﬁcé.:ions shouid serve 10 convey a fuller sense of the
of cther enplovmm.., trammg grant, and progiam vehicles o mplemu ta d1ﬁerent
simpler design. An enriched YCCIP mode! was selected because the oro;ect had
..angxble, I*ugnly visitle -->ut1cal and pubhc support. The desxgn was sclected beth
because tu it offered a wide range of skilis for ,,anmpams, and ]Ob rotation would
provide the basics skills of all the involved trades to the parnapants, thereby
fac;Lta.mg mtelhgent career decisions by the participants. Furthermore, the enriched
model was selected because it offered multi-agency interaction (private sector,
unions, government, schools, private non-profit, eic.); and the work-site would operate
like. a private sector "construction company™ with supérvisory training. The communi-
ty-based organization chose 1o operate as an intermediary in the cooperative effort
fully cognizant of its correctly held belief than an atiempt to "do it all aloné" would
not have resuitéd in an efficacious enrichec project.

abandoned sewer plant provided a facility - :r use by the public school, by steelhead
fishermen, the Department of Game and Fisheries, and the public-at-large (x.e., the
public would have access to the facility for evening classes). Furthermore, costs of
c.i-going maintenance and opération of the facii'éty were to be borne by its users.

The enriched design was fully intent upon heavily involving organized labor and
creating bona fide opportunities for post-program entry into apprent‘seshxp. Before
contacting the local Business Agents, the commumty based organization sought and
obtained the State Builc'ng Trades Council's endorsement for the project. The
Request for Proposal used by the project operator specified the conditions for

mvolvmg orgaaned labor in apprenticeship training.

Fédéraﬂy-grantéd resources in the amount of 5183 789 were made avéilahlé far iﬁé

averages $240 000 per prime sponsor—as distinguished from an individiual sub-sponsor
project. The total cost per participant was $6,i26 which is significantly more
expensive than the $1,570 cost per particlpant at most non-enriched projects. A
YCCIP cost per particiham of $1,850 has been typicai of the Pacific Northwest as a

whole: The cost per participant measured in wages and fringe benefits alone was
$2,516.
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These aspects of the project will become clezrer in the remainder of the text. Suffice
it o say at this time Lha‘ deve‘opment of the mt.ln-purpose site Concept and its

not inexpensxve—urxdertakmg, far-reachmg in scope.

The location of the Whatcom Creek Park and Maritime Heritage Center r=iative to the
City’s central business district and waterfront is depxcted on the map whi - appears on
the next page. As can be seen, the facility covers a considerable amount of iand; and
as one can well imagine, there was a substantial amount of labor-intensive land-

clearing involved since virtually all of the steep terrain was heavily cvergrown.

A comparativé analysis of parailel work projects has been conductec in order to
ascertain the relative costs and benefits of operating an enriched project des:g't. A
synopsis of this study is bevng provided so that the reader can weigh the various
considerations and draw corclusions as to whether ado:tzon of an enriched model

would be feasible anc desirable in his/her jurisdiction.

Key similarities between the t#o prCJectS z:zorded comparative evaluation. Partici-
pants erro:led in the comparison project w=re not svgmﬁcant ly different than those in
the enriched project; they were all 16-19 years of age and displayed similar behaviora!
problems upcen program entry, such as alcohol and drug abuse, anc 'ack of personal
trust. Mzany showed tendencies to live outside. or on the periphéry, of socially and
legaliy accepted mores. Upon program entry, parncxpants in both projects found it
difficult or 1moossxble 10 tzke orders or ~onstructive criticism. while the comparison
oroject featured a hxgher propornon of n nority participation in a setting which was

more urban than the setting for the =nriched oro;ect the parnc:pants employed in the

parallel Dro;ects dxsplayed ..1ghly sim.'ar emplovability obstructions.
¢ Vectors of Parallel Project Comparison

The research Considered four vectors of parallel proiect comparison which are

useful to this guidebook: (1) techni_il aspects of the project: (2) project

supervision; {3} interorganiz: -ional linkagés; and (4) program planning and

organization.
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Tachnical Aspects of the Project
Tne skitls empioyed ir. the Two projects overizoped consicerably. The comparison

proiec: consisted chiefly of housing rehabilization and construction activity
w5 called upon :.kuls suh as plurnbmg, cement masonry- pamtmg, electrical,
and general labor. The enriched project in creating the extens:ve dowritown park
drew upon a similar set of construction rade skiils.

Although the skills emploved in the two projects ovariéfzﬁéa substantially, the
scope of the enriched¢ project was ccn&derably greater and involved ccrpiex
work schedchng in order to make optimum use cf cersonner, time, and space. [t

also featured a more formidabie scope of work.

Project Supervision

Both projects replicated "real world™ work expectations 2s much as possible.
Requirements for attendance. punctuality, and cooperation were r-alistically
strict. Supervisory style" =t both projects were siriilar in that supesvision was
"stepped-back." In other words, there was a heavy emph-sis placed on teaching
the participant the requirements and procecures for task co'npxenon, and then

(s)ne was ‘eft to complete the days work without Zurther supervisory interven-
tion unless technical or behavioral circumstances dictated otherwise. Both

projects featured a 5upervxsor!parnc1pant ratio of approximately 1:5.

However, there was one significant difference in supervisicn betweer the two
prolects. The supervisors at the comparzson-—housmg rehabdxtanon—-pro;ect had
dev¢ ped an informal division of labor, one supervisor was primarily responsible
for imparting work skills to particip2nts while the other became principally
responsible for disciplinary matters. This division of labor constituted a

departure from customary “real world" work circumstances.

Further. the age of co'npa.rxson site supervxsors was lower than that of
supervisors at the test site. Informal after-work reiaiiorships betweer the
superviscrz and the ijarticipants developed at the comparison project, and these
relationshios sornetimes resulted in worksite control problems. Comparison sité
supervisors did 7ot possess "union journeyman" status as did supervisors at the
enriched project: their years of experience in the trades were conaxderabxv iess

than their counterparts at the enriched pro;ect.
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Interorganiration ati .al]_mka@' g e

The comparison prcject had no formaily established and effectively functioning
hnxages for purposes of post-program job placement in either a lateral cr upward
direction. While there were provisions for providing particizants cornpleting the
program with various menial iabor jobs such as lawn work, and while there was
linkage with a community-based ‘»b bank that was largely regarded as ineffec-
tual, the comparison project's work-site superviscrs took it upon themselves to
conduct ]Cb develop'nent on behalf of the participants. The comparisor: site
supervisors assumed this responsibility on a stictly informal basis. At e
énriched pro;ect, supervxsory involvement in post-program ;ob placemen. was an
expectation intrinsic to the enriched linkages which were geared for participant

entry inIic apprentic2ship programs upon project completion.

Link'ages’ deveioped for purposes of the enriched program entziléd 2 network of
ceaperation and coordination betweer a community based organization, a local
unit of government, various private sector firms, a vocarional-technical insti-
tute, and labor organizations. The comparison project's network of lirkages was
simply not as extensive; it developed hnkages with a consortium o1 local savings

and loan institutions, and some public and private non-profit organizations

customarily involved with youth work programs:

Program Planning and Organization

Ennched program planning was comparanvei.y more cbmpiex. It involved more
numerous and extensive linkages n.nd was theiefore, mare far-reaching. The
enriched proiecr's piz’.nri.hg had to address & more co;'noiex woek content and a
highly intricate weave of scheduled work activity. Closer attention was given to
the intricacies and niances oi project supervisicré in tiv enriched project. The
enriched plamning process focused a great deal of artention obtaining required

ermits, materials, and supplies in a time:y manner.
Per ’ » PP Yy

The orgamzanon of program dehvery was correspordmgly more compxex *han
that featured in the comparison project's implementation. A couple of other
considerations are illustrative of the enriched project's greater complexity in the

areas of piarmng and program organization.

Sup rvisors at the non-enriched settmg expressed number of dissatisfacticns

with program operations. First, they believed that the participants referred to
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as "'ééfwn:ow"fi"ﬁ“ were often oo “hard-core™, meaming difficuit to train. They ziso
reit tharme program azent sv—em Zor respcoiing to supervisory and p"'nc:pa*z.
ecuests for supportive servicas was tog rizd, cumbersome; and; in Z=ct, non-
Tesponsize.
-~ shoulc: be acknowleczed ~hzT the comparison site supervisors were correctT ir
i permot.ons The were mhng with ar ._x::nants who had not be=n heawii:
==veened: The enrichez ororect on the - herr hand, heavily screemec disadvar—
“Zged yooth who aspicec wm be na:‘ﬁ'cip\ "=, Thé more extensive screening
~=chniques employed =v the er—ic=c pro jec: sponsur were (’Srganzze: arounz =

orocess o raultiple ép%;::: ITTerviSws. - comparison project didnot utii=

such a p ocedure. The gﬁé:ieﬂ soreer > scocess ensured that the applicar=—
ere see=cng more thaw—“mersiy" = caver.. K. that they ware motivazed towar=s
Ené persor=! occupati=ral zoais (== = program would play a critical
==vslopmemiz! rols.
T e erchEx site &d er festmm= e wage incentives for ageque~e
= sperior gz TT—Pant &otesdance =NC wo<—ua—-v. but the fomparison == diz. =3
—we commpas. ov site, Tmme=ntives wers ~eted ot every ‘wo weeks if exmectzsioms
T z=me=gdarc : =nd poo o uality -ssre Zult ear [ they were, the bai't‘: ipant was
szzz =00 == hour —==er the $0.°7 At —e enriched project, pr-TicipaTs

r=ceivec $3‘J per hoour=cithout .zriztic:.

2 summary. tne hZzhe-—rder ¢i complexity extailed by enrichmenz ir =rm:i =
—achnical aspects, wat< supervision, inter-organizational linkages, === srog=m
=lanning and organizatior permits the purs. : of extraordinary program ob=--
:ives and the accosmliskment o= = cecidedi~ —ore ambitious program-

Cost-gfféctiveness was measired in térms of the unadjusted cost-per-posities:-
. :utcome using the fakowing formuia:

Cost-Per-Fosittive-Outcome = oo Program cost

Number of postive outcomes

“otal program cesrss imjuded voluntarily contributed labor, "strings-free" voi.—-
zry contnbutxons <=7 the prxvate-‘or-proﬁt sector, and pubhc funds invesvax
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uwsubsidizes empmoyme=: or who =achieved other positive terminations, such as
ret.mirsg 1o schog: e=t=ring the ==mec forces, etc.

in = emiched pmom=—, costs of 3279,189 were incurred, achxev.na twenty.=six

(26} sosirtiwe outcosnesor a comprted cost-per-positive-outcome of $10,378. In
the mom—enriched wm:le, costs of $187,987 were incurred to cktzin eight ‘8)
posizve ouzrcomes Iz & computec: cost-per-positive-outcome of $23 948. “The
nom—enriched pro;ec*t ‘Tost-per-posi—ive-outcome is twice that of the enriched
profect qmte gpart from other qu,htanve consxderanons, such as differentuzi

wors skt aoquisition; -—redential ~<guisizion, and the likelihood of subsequert
wnsEnsithzme ~n:>loymz: at union scale.

A CoEs-rer-powTive~arstCome acjustes ‘tzr the value of the work produ&d har it
men procured throuss altmrnative prisete sector supplier= more cioséli approx-
#73@s the rezl; socizl cost-per-pos=+-outcome: The proc=dur= for applying
th.s methadology is exwassec later i~ 2 section. In shors, however, suatracting
= Supply Side-estmmate of the projec—— ==wr value from the == orogram cost

permits Clossr zosproemytion of == —=2i, social cOS‘Zper?-?js’i:iVEibutco::é.
Ussing this mrocedure, === enricher —oiect achieved an = usted Cost-per-
poatnv'»qlut::ome of Q‘u.c,«J as com-zz==- t5 2 non-enrichec L:wel o'f §i5 3

by & rattic a0 _xcess of L4 - 1.

I+ addyiion to costs wruch can be quantified; e enriched projec - absorbed costs
which aré not so eas 1o quarzify. That is <o say; the procesz >f enrichment
entai:- ~*rgin risks t— vhe organizations oper==ing the program:

Sor &xample . one rsi wrach is =mtziled in nuTmring linkages wimh o-ganized iabor
is -that :,zu’alxc emplovmeT and -—arung progra— personne' may —ot be adequately
aware of ithor union sessitivities. Semanti- misunderstanding= can develop. In
th ec-icnee oroject, an early faux pas consisted of a misunderstanding of thé

~s "Joresran" and "supervisor. In most white-collar organizations, a super-
w’éﬁr = iikeh- 0 hzve greater ’a.utho’rity an'd soatus than a foremén Wbuid. i.,é.b"or

termmmepgy differences confused the negotiators when project logxstxcs were
Deimg = wered ou:
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éimiiariy, wi'ién a i’abbr:in" nsiv'é biajé& éﬁg&gés the 'sérvices of more than one
itself since the division of labor involved in workmg reality is always more
complicated than it is in abstract conception. The question of where carpentry
ends and general labor duties begins may halt a project until an answer is found
which satisfies ail the parties concerned.

In addition, implementation of an enriched design requires that each partici-
patmg orgamzanon will devote addmonai staﬁ resourcés to the pro;ect for the
not, the additional effort must occur without commensurate staff increases:
This results in a dxsplacement of effort within the particinating orgamzanons.
and other projects will be delayed, thereby mcurrmg costs above and beyond
those associated with usurping finite staff resources:

All of these potential conflicts and a-tivity shifts constiture system siresses.
Policy pianners examining the desxrabmty of projéct ennchment need to consider
the risks and streésses invoived in intensifying relationships wizh various organiza-
ticns. As is the case in individual human relationships; the intensification of
relations always entails commensurate increases in "risk," viz_ an increase in the
possibility of conflict or other system stress must ‘be welghec in order to answer
the question: Can we deal with the worst that could happen?”

However, there is no question that "the worst that could hapoen" lies in a realm
which is less abstract aid decidedly more troublesome than the deagreeable
system Stress posmbmnes which have been enumerated above. Conﬂr S -

between individuals and their institutions can most often be abated in onc way or
another—everi if the resolution is viewed as ub—opnmal. Clearly, the most
< -rious risk is the possibility that expected contributions of matérials and/or
sssential iabor wili not materialize. In planning and implementing a complex,
enriched work project, the réquired materials are likely tc be expensivé and their
sudden, unexpected unavailability c=nonot always be compensated for, e.g., cost
savings forced in other projéct aspects. Such unavailability of materials and/or
volunteer labor can stop the entire pro;ect in its tracks, requiring large-scale
alteration of its SCOpEe ory qmte possibly, complete abandonment of the project
altogether. The risk that antzcxpated materials and/or contributed labor will not
materialize is Clearly the bxggest—-and potentially fatal-risk entailed in con-

ducting an enriched "sweat" work program.
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Participants at both thé enriched and comparzSon sites e - . the program
possesmg essentially no construction skills whatsoever: AT =oi- sites. Ihe work
experience resulted in szgmfxcant & idls acqmsmcm by par‘tmanre

At the enrichec worksite, participants achuired skills — at 7.7 Zour key
activities: Upon :xogram completion; the averaze level =- :*:erfi:)rr":r""" was =t
least that of a sumerior second-year apprentice. Thss ra.:\,_ felfed ~eaxiv upon
the appraisals of mnion journeymen who possesse= 10 less her = Quar===r CenrUry

of experience in tt= building 2nd comstruction traces.

In the non-enriched comparison project, particio=—s were - ‘ossec tc .1 average
of three skill arezs at a maximum. However, apcroximate  Jifty —»=—=nt of the
project's participants were exposec only to exterior :a':""tz T is not 0
gainsa; the substantial progress made by the ecmpar:scr siz= parne sants, Dt
the partxapants ir: the ennched program i 'nade substar-ria= greseter siTides as a

consequence of supe-:vxszon by decxdely superior c:aftsnew ane< of 3n enrich=c
program content which entailed job rotation:

The relative complexity of work at the enriched projec- was yregf<r than that of

the comparison site aside from the fact that fifty per - < the —omparison
project's participants were only exposed 1o exterior - g The work
‘complexxty varied dr‘ferennaJy and 1mpacted partxcu: is acquisition at
the two projects. In addition, some portion of the s~ i czndominiam

construction was done by thé future owners of the units .. :inug eweenings and
weekends, thereby reducing the aggregate amount of skt~ .go~ T e2xperienced
by the pro;ect partxapants. There is greater participa— '5 atC-uisition in a

successful enrizhed work project:

Benefits to Participants Measured in the Acquisition of i %= -ievant Credentials
Although the acquisition of work-relevar= Credentif—:; _not a cusTomary
objective of program participation in a labor-intensive v :; both the enriched

and comparison prOjects recorded achievements in thi- ._2. In ihe enriched
pro;ect, seven out of ten hxgh school drop—auts obtair==- ¥=h& G.E.D.'s =nd the
three remaining drop-outs were attending G:=D. prepar==ic: =ourses.

In the non-ennched project, all participamts earned five < =dits at the local

community coHege in a Minor Home Repaxr Course. None éamesd a G.E.D.
90
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=oth sets of accc'nphshments are desirable and commendable; but there i little
-mestion that the G.ED. will have a more laszing benefit to The parnapa.nts.
Tust as importer—ly, the G.ED. served as a m=chanism for paticipants ™
:mprove theiir arm=metic skalls— an =ssential ability, parncu;:rly in the cor-
Struction trades anc in working wesid 1 generals

Acr’msmon of the G.E.D. by part..m_.__-r* who we=re hxgh schoo- oroo—ou.s was at

Business agenTs af the union lcrz;s repea =L *tressed the Iimportange of
improved aritomet=c skilis if pa—icirzamms e D bé seriousiy considered as

candidates for appramticeship.

Benefits to the Commnunity Measurec: irith e

——
The enriched projec= yielded two princizia: --2nefizs of lasting vaiue 1o the public:

le The park creazed by the prcjec: —-prstitumes an aesthetic enkincement to

the community which will contritz=e 10 a .ong-run increase i tourism.

2. The park providés shoppers wiz a place to take an “irter-nission"; and
merchants can therefore expec: tha: shoppang acthty in the downtown
area vl be expanded. The —==rk provides people with multiple reasons to
come downtown and increaser the likelincod they wxll shop as one of their

aCthltleSo
The comparison, non—enriched proje< - yielded three principle benefits:

1. A condominium four-plex, ccm=tructed by project labor; will permit “iome
ownership to four families wr wouid nct otherwise have had that benefit

during the program time-frar=.

2. i—iousing 'rehabﬂiiéiibh efforts = “orded value iﬁﬁfave’rﬁéﬁrs to the benefi-

ments are also benefited by the-::oﬂ-ennched project's work products.

3. Rehabilitation of the community ~zlubhouse preserves an historically signi-
ficant structure and provides a rejuvenated gathering p'ace for members of
the neighborhood.

o1 10}



The re=earcher concluded t:at while the mom-enrice= proie—t vields benexfits of
lasu*gvalue o & Substantiai-number of fam:hes = weil as to individuat ssers of
the community clubhouse; tr= enriched pro¥ect ha< ‘sider zmd deeper sc-cial and
ecomaraic impact since the mumber of people ber=Sizm - frorn the park will be
gresv= than the number of ndividuals whose hormer ere rehaktilizates or who
wili se=~he rehabilitatec —omunity clubnouse.

Cort=r=rtive benefits z-= ciearly 2 product of the —=ture and comte~ of the
resze—Twves projects. Wiii= z judgment as to which =adec a "better" —smefit is
akir—p ccx=varing "apples and cranges" it can be s==—mat 2 successf - ==riched
prof="t s=#ts or otherwise crystallizes itself arcunz .z protect whic: . =stures
"sormechiz=z—iGr everyone" to the greatest possxble axtent if only becamse there
are roF= p;:aple and institutions involved in reaching = —onsersus about =mat tne

enrichec sroject is te accomphsh.

Buiiding tn= Future on Top of the Past:

Cost- Rlatnms which an be Expected in ijm&e;ec:s

While =~ - pesearcher discerned no arrangements in the comparison project which
can b: pected achieve future cost-reductions, cos:-reduction possioilities in

the er :3ed enviornment, while abstract in nature, are nonetheless olausible.

The re . :ring behind <his conclusion is that enrichment does create rew inter-
organiizational channels and expands previously existing ones in such 2 way that
exchaz}:’ arrangements; which reduce overall project costs; can prosz=r; Con-
Crete =xamples of such trade-offs and how they work are provided lzter in this
guidebooi.

Mdmgﬂzb‘uture on Top of the Past:

cxpansion of Institutional Linkages
Although expanded institutional hnkag°s aré one of thé means employed to

accomphsh the objectives of an enriched program, the linkages zre zlso an
output of enrichment.

The enriched prO]ECt occurred in an environment of generauy successful employ-
ment and trammg programs. A pre-existing network of linkages was available to
the enriched labor-intensive pro )ect which was studied. However, the expenence
of Success associatéd with an enriched pro;ect can enlarge the willingness of the
involved principils to try new things in new ways.
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Although the comparzson site was—ot an enrichec prog=c—. it ceveloped valuable
insticutional linkages of its own = a function of "doing business”- Notably,
deveioped an on-going relationsh=— with a consorTium o< fiocal savings and foan
institutions with whom the projec— operator expects ZuTure joint venfures. A
well-managed non-enriched progrz=n will develop valuasle linkages in the course

oi "normal” non-enriched activity.

Studv of the parallel projects disc~=as that the differ=nc= between them is the
greacer scope and depth of erricher ﬁrgamzanonal reia—cmships and the associa-
ted esprit de corps which gemeraz=: & sense of the zc—mmunity working toward
comimon goals where that sense =vas p;\?ibusly absent or underdeveloped: This

consequernice is an important last— . senefit of program enrichment.

Encichment: Yes or No?
This section of the guide prov..ges the decision-maier with a list of considera-

tions which should be exami~>d = rder to determine if enrichmen: is an

appropriate course of action.

The first step in this decisict-making process is == determine if a number of
important envxronmental conc:tions are present. Whether these conditions are
absolutely necessary to enriznmenz Of whether toey are simply "opnonal" or
desirable is, ¢ of course, a juagmer: reserved for the individual decision-maker.

However, the absence of these ccrditions in the program environment should
give rise to pause. A recenz study oI @ surcCe:niil enriched prolect found that
the conditions listed below were sresent zi were regarded as being hlghl,'
1mportant by the key prxnapals The individual decision-maker who is consider-
ing the desirability or feasibility of enrichment should deliberate whether the
absence of oneé or more of these conditions wouid change the cos st-benefit
outcomes of the project or whether, in fact, the absence ot one or more of these
conditions could prov: disabling:

Adv:sory Committee Vitality

If a community has a history of robust advisory committees in the employment

and training field, its odds for mounnng a successful enriched labor-intensive
work project are considerably greater. A committee which advises the voca-
tionai~technical institute and which does so in an active rather than "rubber-

stamp" fashion can be particularly important to the enrichment process: Simi-
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larlv, 2 local manpower planning council which is vital and has successfully

_involved organized labor will be a boom: Gaining @ quorum should seldom be

difficult and tardiness and absence should be generally minimal: The vitality of
advnsory committees can be viewed as a barométer of thé extent to which
ccmplex hnkages will be possm‘e. Iz is also indicative of the amount of
additional staff time and effort that will be requ.red for unpxernemmg enrich-

ment; sh .- it stands 0 reason that the wxder and deeper the pre—ex:stmg

Nothing bezets success liké success. and an environment which features a
generally successfui history of employment and training prcgrams increases the -
odds that prOject enrichment will achieve the desired ends. Critical indicators
of a generally successful history of employment and training programs include
such things as adequate-to-superior program administration capability; an
absence or minimum of program-related scandal; comparatively successful

output 1ndxcators, such as levels of placernent and other posxtxve termination;
and the absence of program overlap, duplication, and conflict in the commumty.

Key Principals Possess Adequate Authority
Frincipals whose involvement is critica! to the success of the enrictad under-
taking; such as union representatives; trade school administrators;, private non-

profit agency executives; etC.; must have adequate power to commit their

orgamzatxons. Adequate authcrity pe.'rmts the prmcxpals to fulfill 1rnperat1ves
using innovative approaches to unfamiliar circumstances and problems. This
condition is more 1han likely indicative of other ingredients which are important
10 succCess, such as good management, whizh is reflected in hold authority-
delegation patterns, organizational enthusiasm (staff morale), and risk-taking

proclivity and ability.

Broad Collective Desire to Make the Project Work

Securmg the adequate commitment of influential persons must be a feasible
objective. The collective desire to make an enriched project a success must bé
heavily buttressed by the active support of the chief elected official. Avail-
ability of adequate community pnde to support a community-based effort is

highly important.
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Differing Crgantzaticnal Policies and Procedures are Reconcilable
Enriched .mkages between organizaticns will necessarily entail the reconciliaticn
of mcompatabmues between them. Before undertaking enrichment, the key
principals must behere they are capable of reconciling orgamzauonal differ-
ences to further the pro;ect. For mstance, in one case it was clear that varymg

had pre-exxsnng confidence that a spectrum of potentiai administrative dishar-
monies could be overcome with time and effort.

If a proiect sponsor intends to involve organized labor, then organized labor must
at least be "approachable” in thé community so that a sales pitch can be
delivered with some lLikelihood of success. In addition; if the ranks of lezal
vnions ar- Hlied exclusively or even mainly through family ties, the likelihood of
non-affiliated dxsadvantaged individuals being able to penetrate into the ranks
may indeed be low. These considerations should be studied by the decision-

maker prior to opting for union involvement in the enrichment process.

If the conditions enumerated above are believed <o be substanuauy present, then
it becomes worthwhile to determine whether enrichment would be a cost-
effective undertaking: Are the payoffs of enrichment commensurate with the
additional investment of rescurces which will be required? Developing an answer
to that question involves both quantitative and qualitative methods.

A simple and direct calculation of quantisiable cost-effectiveness is provided by

the foﬂo'wing formula:

Adjusted cost-per-  _ (Total program cost) - (product value)
positive-outcome Number of positive out-
comes

Total program costs include voluntanly contributed labor, voluntary "strings-
free” contnbutxons from the private-for-profit sector, and pubhc funds to be
invested in the pro]ect. Positive outcomes include those participants who
obtained unsubsidized empicyment and those who achieved othér positive términ-
anons, such as retummg to school, entet ing the armed forces, etc.
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A conceptir=! design for the enriched prograrn which roughly estimates the costs
of the activity should be developed. In addition, a conceptual design for a non-
enriched, comparison jabor-intensive work project employing the program dimen-
sions as outlined below should be developed.

Namiely, what are the expected costs for program administration? The following
should be calculated:

1.  Staff salaries
2.  Staff fringe benefits
B Staff travel

U

(in calculating the above costs, consider how much extraordinary administrative
effort will be enteiled in the process of developing necessary organizational
linkages. Also consider the additional days of coordination that will be involved
in maintaining these linkages and in scheduling more complex work activities,
supervisicn, ~nd trainin'g. How many additional person=days?)

4,  Subcontract and other services
5. Consummable supplies
6. Communications
7.  Equipment rental and service
8.  Equipment purciase
9.  Buiiding rental and ctilization
10. Staff training
TOTAL EXPECTED ADMINISTRATION COSTS
What are the expected trairing costs?
1.  Subcontract and other services
2. Consummable supplies
3.  Equipment rental and services
4.  Equipment purchase
5.  Material purchase
TOTAL EXPECTED TRAINING COSTS

What are the expected costs of work-site supervision?
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2. Stpe:'vzsor fringe benefits

TOTAL EXPECTED WORK-SITE SUPERVISIONCOSTS

Next, the value of what will be created by the project should be calculated. One
of the best ways to do this is to call an expert capable of providing an estimate
of what it would cost to crezte the product using an alternative supplier: H
possmle, more than one appraisal of such costs should be obtained to ensure

maximum reasonableness.

Subtract the value of the project's product(s) from the sum of expected program
costs and divide this sum by the total number of planned positive terminations.

Compare the quotients to see if a significan: difference exists between them in
order to draw tentative conclusions about whether additional benefits accrue
from enrichment and whether these benefits are commensurate with the added

investment of resources.

If the numbers indicate that enrichment may be desirable, one should proceed to
ponder some of the iure subjectxvc benefits that would be obtainred from the
enriched vs. the non-enriched project. Prevxous discussion identified a number of
benefits that were assessed in 2 comparison of parallel projects. Those vzriables
included:

1. Benefits to participants measured in skills acquisition

2. Benefits to participants measured in the acquisition of work-relevant
credentials

3.  Benefits to the communizy (the "demand side-estimate" of project value)

4. Opportunities for cost-reduction which can be expected in future projects:

S. Opportumtxes for further expansicn of institutional linkages.
6. Benefits to participants measuréd in the amount of youth wo 'k-days

genecated by the project per $100 of public expenditure.

Contemplation of the project's expected outputs relative to thc aforementioned

five categories is the next step. Benefits should be added or deleted in

accordance with policies and priorities:
Criterion § considers the relative cost per participant featured by the respective
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program de..xgn& Th:s cnterxen permns a ]unsdicnon ;o wexgh the value of

mg the number of days that participants would be permitted to work.

Outputs which subjective reasoning suggests could be expected should be
sketched. Attach a value to these expected program consequénces using a
Guttman-type scaiing of one through ten. An example of this process is provided
on the next page using a very sunple format depxctmg the ﬁndmgs of the study
of paraliel iabor=intensive projects.

Compare the total subjective rating points which have been attached to each of
the projects in order to détéermine if thé enriched project is workable and
worthwhile: Judgment should be framed in the context of the non-quantifiable
systém stressés or risks which could présent theinselves in each instance. This
guxdebook provided prevxoas discussion of risks entailed by developing more

intense relatxor.;mps witi: various orgamzanons.

.



Partxcxpant a’cq’uisitlm
of  work-relevant
credentials

Total Subjective Output
Rating

ENRICHED PROJECT

Neirly all participants exp-
osed to 45 skill areas; most
developed 4 skills to the level

of = superior apprentice

OUTPUT RATING 8

High school droputs acquire
the G.E.D., which has dollar
value in the workplace and

psychological value to the
participant

OUTPUT RATING 8

Project has a track record of
trade-offs which have perm-

itted greater utilization of

grant resources.

OUTPUT RATING 5

A consequence of the project
was to widen and deepen
with  discernible

effectiveness:

OUTPUT RATING 10

1.4 days
OUTPUT RATING 2
OUTPUT RATING 33

NON-ENRICHED PROJECT

50% _were _restricted _to exterior
painting; the other 50% acquired
skill proficiencies in 2-3 areis,
which would place them in the

zone of a ;erspre;c;tabie pre- or first
year- apprentice.

OUTPUT RATING &

Participants earn 5 college credits
in minor home repair

OUTPUT RATING 5

None discerned.

OUTPUT RATING 1

Some financial linkages were esta-
blished along with some admxms—
trative arrangements

OUTPUT RATING 6
8.3 days

OUTPUT

TING 8

OUTPUT RATING 2%



The final step is to consider quantified cost-effectiveness results along with the
subjective, qualitative judgments to decide whether enrichment is worth the additional

inVes’:frnént Of tirne, effort, and money.

If it is determined that enrichment is not worth it; an honest incisive analysis of the
situation has undoubtedly been perform=d. Perhaps an opportunity for enrichment will
present itself at a later time.

If it is determined that enrichment makes sense, the remainder of this guidebook
provides a step-by-step description of "how-to-do-it" which has been drawn from the

recent experiences of a successful project operator.
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PARTC

STEPS FOR THE DEVELOPMENT OF SUCCESSFUL "SWEAT" WORK PROJECTS

If it is concluded that the planning and implementation of a successful "sweat" work

project featuring expanded organizational intérdéi.éndénciés, éu'gm’én’téd Su'p’ér\?isiOn

and training, and more complex activities and scheduling is pos“ible and desirable;

consult the step-by-step process outlined below:

Step 1z
Step 2:
Step 3
Step &:

Step 5

Step 6:

Step 7:

Step 9:

Step 10z

Step 11z

Step 12:

Develop and/or select an undertakirg in which "évéryone wins."

After z Jasirable project has been identified, the process of "selling"
it must continue in order to develop a widespread sense of "owrer-
ship.”

Establish a broad-based “Technical Edvisory Committee."

Ascertain the permit requirements of the project.

Select the project supervisor and other personnel who will provide
training and supervision to the project participants.

Plan as best one can.

Acquire materials which will be needed for the project.

Develop the pool of applicants for the work program.

Outreach organizations make referrals to the sponsoring organi-
zation.

Applicants receive information on the nature of the project and their
civil rights.

Eligibility determination is accomplished.

A conference is held with the applicant to determine his/her dreams
and desires.
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Step 13:  Applicants who were not selected are so advised. Selected applicants
are advised of applicable personnel policies; Employability develop-
ment planning occurs.

Step 14:  The participant goes to work.

Step 14(2): Concurrent provision for safety and first aid training:

Step 14(b): Concurrent orientation of participants to basic terminology and tools.

Step 14#(c): Concurrent involvement in off-the-job education occurs, as appropri=
ate.

Step 15: The project supervisor reviews each participant's performance with
him/her every two weeks.

Step 16: Enforcement of "real world" work-site conditions is a continuous
process.

Step 17:  Avenués for participant placément are maintained and expanded as
progress agziast the employability development plan is measured.
Final navigation of thé participant into a desired destination occurs.

The selected undertaking should be popular with most anyone and everyone. No one
should be "hurt" in the process of pursuing project construction. This advice is not
offered to further a utopian ideal: It is essential to the process of developing
adequate, high-level political support and priority for the project. The project should
be tangible, labor-intensive, and appealing to the public.

Project planners should court support from every possible sector. They should think of
as many aspects as possible in developing this support. Perhaps a project which
Converts existing facilities is appropriate in a cost-conscious political environment.
Support for the project siiould be developed with private-for-profit enterprises, labor

organizations, private non-profit organizations, the Chamber of Commerce, other
civic organizations, professional associations, etc.
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Adequate polmcal support is essential to minimize ngnd turf-protec tion and maximize
de-bureaucratization. At sufficient levels of strength, buttressed by words and actions
of the )unsdxcanon's most influential public officials; the colléctive desire to succeed
can and will dominate. This collective desire will effectively dcfine disruptive petty
personal aggrandizement as wholly mappropnate. However, it will simultaneously
éstablish a free-wheeling, "wheehng—and—deahng" atmosphere in which institutional
"selfishness" creatively serves the collective good It is, of course, not surprising that
high-ievel attention impzrts a hxgher degree of 1mportance to the pro;ect. The
employees, labor oﬁlmals, or local business persons. It will liberate key pnncpals to
5;5;31; creative solutions to aﬁfaﬁﬁﬁaf, unantidpatea probiéms. ﬁé amom of non-

collective desire to achieve and succeed clearly dominates.

The more authority that accrues to the vntauy involved pr1nc1pals, the more likely it is
that quid pro quos (or, “trade-off" arrangements of mutual benefit), which are
normally discouraged or which are otherwise not facilitated by regular msntutxonai
channels, can be made to occur. The results can be substantial r=ductions in cost and

substantial increases in prOJeet etficacy.

Institutions must cooperate in order to establish an atmosphere of creativity and
innovation. This condition is essential because the exercise of extraordinary, extra-
bureaucranc preroganves wxll be necesary in an enriched comext. Norma: mstnu-

Institutions must support one another in their efforts to maximize the amount of free-
wheeling authority possessed by all the significant principals.

For example; one enriched "sweat" project found it necessary to routinely "bend" city
bid reqmrements in order to acquire materials essential to smooth and timely program -
" flow: Flexible interpretation of requirements was within the limits of technical
l’ég?ality. However, exercise of interpretation prerogatives wcwic normally be
obstructed by regular administrative procedure and checkpoints. Te= raw assumption
of power by the city's coordinator made it possible for bid exceptions to bécome
routine and accepted, parncularly in the shadow of the Mayor's actiwe support for the
pro;ect. The City's representauve seizcd the power necessary for task accomphsh-
ment. .Principals from the other institutions fully supported hitn i~ his "unorthodox"
techmques. High-level political support will provide greater access 0 the adrnistra-
tion's resources for bendmg or, if necessary, breaking rules which would ommerwise

thwart the progress and objectives of the project. _
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The careeis of the individuals invelved in the undertaking may doubtless be advanced
tf the 'p’r'o'j'ért proves sucessful. This is not an mapproonate development- career
success serves as an impeortant, essential incentive for superior; Creative employee
periormance. Not inconsistently, the "wheehng-*#**d-dealmg" atmosphere can build up
explicit and implicit gglg pro quos which healt=: Aur ire interorganizational reciprc-

city and responsiveness.

Many organizations will naturally pursue their o fish" ends within the framework
of the project and this should not be viewed arf. It should be viewed as an
opportumty. Fowever, administrators of the "sweat" work program must apprecxate
all of the interreiztions which exist between the linked institutions and not sxmply
those between the project admxmstranon and Orgamzanon A; and the pro;ect
administration and Organization B: If a relationship of mutual benefit exists
.ndependently between ergmxzatlon A and Orgamzatzon B, this, too, should be
apprecxated and appropnately acted upon. For example, orgamzed labor's commit-
ment to a successful, responsive technical school can be heavy. Therefore, the
assistance that projéct administration can provide 10 +he technical school can be seen
in terms of "what's good for the technical school s good for organized labor". When
evervone maxzmlzes the unpact of all the Zavors done and received, good publicity and

even stronger institutional relations will result.

In another example, the Ironworkers volunteered their labor one weekend to remove
heavy equipment from a sewage treatment facility which was being converted for
project use. In the process; third-year apprentices were given an additional opportum-
ty to co.lect hours agamst journeyman reguirements. The sooner the apprentices gair
journeyman status; the mgher their pay will be. The union orgamzatxon benefits, the
membership benefits, the city benefits; the work project benefits; the public benefits,
and last but certainly not Jeast, the program participants benefit - they are free
proceed with a new aspect of the project and learn new work skills: There was
something for everyone in this arrangement. Colloquially speakmg, the cardinal rule 5
nwhat goes around; comes around". (Later, the City gave surplus scrap iron to the

fronworkers for their training programs):

A collective desire to make the project work is essential to a successful project. The

importance of this admitted truism cannot be overestimated.
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Step 22 After a desirable project has been x‘—ltrﬁ"’ i ed;" the process of "selling” it must
continue in order to develop a widespread senseof "ownership."

As many people as is practicable should be involved in early project planning. For
instance; it is important to touch base with the contractors' association to determine
if they concur that the project is public program-appropriate. Organized iabor must
be involved in early project pianning and it is particularly essential that organized
labor be fully convinced of the project's desirability.

ngmﬁca;nt orgamzanons should have a ot of input into the architectural plans for the
project. To theé maximum extent Dossmle, such organizations should have input into
the program's objectives, mcludmg those which relate to the ultimate employabxhty
and éventual unsubsidized empioyment of pro;ect parncxpants. Plannmg details should
be worked out as early as possible.

Selling the project to organized labor will be more difficult in some geographical areas
than in others. Someé tradés will prove receptive whilé othérs may not. Program

planners must appreciate the apprehensions which labor organizations may have
concerning pubuc labor-intensive work pro,ects On the basis of 2 firm understandmg
of these apprehensions; the project administration is urged to develop its sales
strategy to the unions carefully and sensibly. The use of "front people" -intérmedi-

aries who are friendly to and accepted bv both the pro;eC‘ adminiszration and the labor

orgamzanons-can réender parncu.larly valuable services in ondgmg difficuit gaps.

The b’a.i’ance o: ihe disc.ussion s;urrounding Siep 2 consists of an extensive digresion

pl’OjeCtS.

Federzi employment programs are often regarded as anathema by labor orgamzanons
since the programs are sometimes seen as usurping ]obs whzc:h from the union's point
of view, should properly be contracted out. Federal empﬁ:yment programs can be seen
as a threat to collective bargmmng agreements if prevaxhng union wages are not paxd.
The programs are sometimes seen as undermining the strength and viability of the
labor organization's appréntice program.

When a substantial number of union members are out of work, labor may believe that

the public "sweat" program participants "get too much,” i.e., that the participants may

be better off than the union workers themselves. In fact, the union may perceive that
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its own members are "disadvantaged" and should be program-eligible quite apart from

what the federal regulations stipulate.

Make no rnistake, however, the mission of involving labor unions in an enriched project
is not impossible. A number of selling poinrs have proven succassful in interesting
tnions to participate meaningfully in public work programs: Five seiling points are

outlined below.

0 The project administration should seek to develop and S1gr collective bargaining
agréements with labor organizations which would be involved with the project.

The function of the collective bargammg agreements is o concretize relations with
the unions in an unmistakable way -'in a way which is famiiiar and comfortable to all

thé instituticns involved in the eﬁort Umons beheve that the correct way to
agreement. —ederal employment and trammg program regulations usually contain a
ciause whxch proh1b1ts the promot1on of unionization or anti-unionization act1v1ty. The
enriched linkages with labor orgamzanons is that the prcject administration cannot
stipulate union membership as a criterion for employment in any segment of the
project. Cedification of a jouméymén';ﬁ wages at the prevaﬂmg rate in a collective

bargammg agreement reached with the business agent satisfies institutional realities
while fulfilling the sp1r1t and letter of applicable Federal Regulation. Establishment

of a collective bargaining agreement can avert many problems.

with a desp sense of civic pride.

Many labor orgznizations are actively and unmistakeably committed to the notion of
"puttmg in what you take out" of a commuluty, a concept which is central to
improving commmunity relations. Improved community relations will inure to the
benefit of the union both directly and indiréctly. The selling point of civic pride is
neither naive nor saccharine and it can be particularly effective.

) A third selling point lies in the reabm of "affirmative action."

The U.S. Department of Labor's Bureau of Apprenticeship and Trammg has been

strongly exerting its influence to raise levels of minority and female participation in
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local memberships. One labor 6rgahiz'at§6n in the Pacific Northwest recently reported
that it was instructad by the BAT to raise its rate of female membership from five
percent to thirty-five percent in the course of the next five years. Public works
programs can serve as a source of new apprentices drawn frem targeted populanons.
That the labor organizations can exert meaningful influence on the manner in which
the individuals are recruited, trained, and oriented to the world of work and labor
organizations is yet another plus. Selling strategies organized around affirmative
action have been demonstrably effective:

o Fourth, many labcpcpgamzmmmhehef that participants mjubhc

work projects constitute a subset of the populanon which would most likely be

recruited for non-union work.

In order to reduce the population ot young people who would most likely be recruited

for competmg non-union worR and in order to sell the concepts employed by labor

orgamzanons and the advantages of the apprenticeship system, unions may be irduced

to become heav1ly involved in enriched public projects which give them the opportu-

nity to propagate their perspectives.

o  Fifth, designation of the work pro oject as a "training" activity can give businesss
agents a much wider latitude in the dispatching of journeymen.

Careful desxgnanon of the work project as a training activity can often permlt a
departure trom the normal semonty scheme. This can permlt a business agent to mete
out rewards of personally err1ch1ng, excmng project supervisory and training posmons
to deserving members, which can serve to increase the attractiveness of an enriched
prOjeCt to local business agents.

Step 3: Establish a broad-lﬁgdl‘liechmcaLAdwsoqLemnmtttee"

Once careful selection of the enriched project has occurred and seeds of support and
widespread ownership have been nurtured, a Technical Advisory Committee should be
established. It should be structured in order to fulfill its major functions:

(1 Interwewmg and recommending candidates for journéyman Super visor

trainér positions.

(2) Provision of technical assistance on skill training components:
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(3) Establishment and service as a working ccnduit for linkages between labor

orgamzatzons, the prlvate sector, and any and all other vital institutions
which must participate in order for the pro ;ect to be successful.

(4) Monitoring and assessing the work progress and training components of the
project.

(5) Upon completlon of the prolect, asrstmg partxcxpants to move into

positive outcome.

(6) Other duties as assigned by a chairperson who is widely accepted and highly
régarded. ThiS one person must clearly be "in charge™. Furthermore, it is
desirable that this individual have multiple affiliations. (For example, in
one studied instance, a key individual was both a business agent for a major
union local and an influential member of the schoo! board as well).

The Technical Advisory Committee can and should be used to identify which
institutions should perform which specific functions in the overall administration and
operation of the program:. For example, mechanisms for the disbursement of
participant wages and fringe benefits should be established using the most fluid and
efficient system available. This may mean that regular government disbursement
channels should be avoided if a private non-profit alternative exists. Similarly,
arrangements for the procurement of materials should be developed with a coopératin'g
institution which features the least amount of red-tape. The Technical Advisory
Committee ensures that the complex intérdependencies associated (by definition) with

an enriched project operate smoothly and effectively.

This step should be accomplished in @ manner which draws upon the talents of the
Technical Advxsory Committee. For instance, is an Environmental Impact Statement
reqmred" What other permits are required? Who is going to ensure that necessary
permits are obtained? Are any flexible interpretations required to begm the project in
a timely manner? Who is going to "wire up" that development" The chairperson of the
Technical Adv:sory Commlttee should assign specific responsxblhtxes for seemg to it
that these often tedious but nonetheless essential tasks are completed. The absence of
necessary per.-mts can stop a sizeable work pro;ect in its tracks.
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sgevmm 1o the prole::Lgamapams.

f Selecuon of the pro;ect supervxsor and other union personnel should definitely rely on
the resources of the Technical Advisory Committee, i.es;, dropping an advertisement
into the local newspaper's "help wanted" section is decidedly unwise. Project
administrators should have a clear image of what constitutes quahty, "enriched,"
supervxsxon. These considerations should be explicitly expressed to the Committee.

Labor orgamzatxons must be fully convinced that only their best journeymen should be
considered for supervisory and training positions. This concept can be sold on a
number of bases. For most partxcxpants, first contact with the journeyman supervisor
wiil also be first contact the trade and with the labor orgamzatxon. The union wants
to convey a favorable unpressxon. Furthermore, the project can be littie better than
the journeymen who instruct and supervise the pro )ect workers.

It is critically important to consider the personal characteristics of the Supervisors

1s-a-vxs those of the individuals who will be participating in the project. A recent
study of a l'ughly successful "sweat" work program for youth discerned that young
participants often defined the difference between project journeyman trainers with
whom they successiuuy related and pubhc school teachers with whom they didn't as
"the teachers don't care, but the project trainers do". "The teachers just know thmgs
out of books - they can't do". "Those who can, do those who can't, teach". These

considerations should be bor.ye in mind when selecting project supervisors.

Successful project instructors inculcated participants with work-adequate psycho-
social d:scxphne. Interestmgly, the project instructors were nearmg all retirement
age. They were perceived as "knowing their shxt", and the training which they
provxded was individualized in contrast to unenthusiastic recitals to a class. To
further the contrast, many particxpants perceived the pro;ect instructors as caring,
whereas the teachers were often peroewed as "merely" doing a job. By and large, the
journeyman instructor was thought to be more pauent and deliberate, less explosive
and reactive, and friendlier.

The principle characte: istics of effective quality supervision and training in a "sweat"
work project setting included the following: (1) Cool-headed, competent, wmg
super visors who were perceptibly irterested in getting the job done, and (2) trainers
who provxded direct, hands-on instruction to participants in the how-to's of the trade,

N
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but who were also tolerant of the personal beliefs and habits of the parncxpants which

vere not work-relevant.

Quality supervision fosters genuine parncxpant interest in the mechanics and details of
how to accomplish things that have a physical reahty. It i$ in the non-phxsxcal social
reality of a dominant culture, from which participants can become estranged, that the
opportunity for conflict and other dysfunction presents itself. Participants do not
ob)ect to learning essential work techmques, nor do they resist hvmg within the
framework of work-related expectations, but they can be hxghly sensitive to the
regulation of their personal lives or thoughts, because such intrusion is not accepted as

a rightful prerogative of a social institution.

It is important to recall that project participants are often individuals who have
"defied authorxty in the compulsory institutions which have sought to regulate them
through the inculcation of dominant cultural values. Authority can be operationalized
as one person accepting the legitimacy of another's prerogative to influence him/her
to do what (s)he would not otherwise do. Insofar as institutions such as the public
school sought to regulate behiavior which - in a non-work setting - did not have a
physuzl reahty which these youth could accept as legmmate, they dxd not confer
authority in their perceptions, i.e:, they did not accept the "socialization™ prerogatxves
of the compulsory institutions as being legitimate.

'I'he careful administration of quality supervision permits the establishment of
authority in its physical, no-nonsense aspects. Thi§ no-nonsense aspect is partxcularly

important since all that most partxczpapts "possess” is their personal tima. These
considerations are important to a working definition of quahty supervision.

In a recent study, a researcher intérviewed participants to learn why a successful
program flowed so smoothly and why participants and supervisors got along so well
Some partxc;pants responded qmte sxmply that "we're all crazy here". There is a sense
of community which can glue the activity together without being stifling. The
pammpant's persona.l "flow" is permxtted and encouraged when (s)he accomphshes a
socxally accepted, socially applauded project. When quality, "enriched" supervision and
instruction are provxded to the participants, it will often be one of the partxcmant's
first experiences of being socially accepted cd-existent with the free expression of his
or her own person‘.hty.

Without debating whether the participants "hot" negative assertions about public
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school teachers have any generalized merit, it is clear that supervisors must be chosen
tnoughtfully and deliberately. The considerations outlined above shouid be subjected
to the attention of program planners.

Regardless of which specific definition of "enriched” supervision is emplcyed, there
should be no misunderstanding that the supervisicn must exist within a "real world"
framework of expectations. [3unctu§ﬁty and c’o’o’p’ération cannot be compromised:
Work hard and play hard, but departure from punctuality and cooperation means you

walk.

Step 6 Plan as best one can.

Completion of Steps 1 through 5 necessarily entail a deep involvement in the
"planning” process as well as involvement in the initial stages of program implémenta-
tion. Needless to say, it is always desirable to plan social programs carefully.
Naturally, it is not always possible to do so to the extent that is desirable. This
limitation must be accepted with a minimum amount of remorse and frustration.
When the number of organizations involved in a pro;ect is increased, the number of
unknowns and unforeseen complications is also increased. The initial role-ambiguities
involved in forging new linkages between what may have been prevxously diffuse ones
can, in and of itself, militate agzinst highly coordinated and detailed planning at the
get-go. Trial-and-error procedures can be expected to preédominate over rigid and
detailed plans. The ethos can easily become one of "go with the flow™. Planning time
frames may consequently be shortened. In planning an enriched project, one should

assuredly expect the unexpected - even more than usual.

It is imbé&éﬁi to check a number of understandings to ensure that they are
appropriate. It should be assured that each individual's role is correctly understood by
hunlherself and by other significant people. Each individual who s actively involved
in the undertaking should have the authority to commxt his/her organization. It should
be ensured that organizational relationships remain sufficiently fluid to permit
maximum ﬂexxbmty and creativity. It may be approDnate to call upon a high-level
official to issue a "pre-blast-off" shot of adrenalin so that needed personnel will be

free to work on the pro;ect and ary developmg nwars of coordination™ can be mpped in
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Step 7: Acquire materials which will be needed for the project.

Drawmg upon the resources of the newly hired pro;ect supervxsor and members of the

materials and eqmpmem necessary to the project. Ideally, pro;ect engmeermg
consultation may be available from the local vocational-technical institute or college-
{university at little to no cost to the project. All resources at one's dxsposa; should be

drawn upon.

It is useful at or before this stage of program development to have established a
"construction coordinator” position which can be, and likely as not will be, situated in
the involved unit of thé government's administrative structure. The duties of this
position would include: (1) making day-to-day .pections of work for compliance with
approved workmg drawmgs, 72 making day-to-day decisions related to minor changes
in the work; (3) ass1stmg the job foreman in crew selection and writing and submission
of reports () assisting in the specmcauon and acquxsmon of needed bu.ldmg
materials; and (5) working as a liaison with project engineering resources in order to

inter pret working drawings.

In a working situation involving organized labor, it is critically important that the
construction coordinator be genmneiy respected by the union and its membership in
furtherance of optimal relations. stcrett.ly translated, this means that the ascribed
social characteristics of this individual s..ould augur well for a good and natural
rapport with the union mémbership.

Actual acquisition of construction materials can be approacheéd in a variéty of ways.
Contributions from the community's private sector organizations can be sought. Legal
and tax incentives for private firms to make contributions to the projéct do €xist. A
sales pitch soliciting contributions will not need to point out these incentives. In fact,
the firms may take exception to a sales pitch that pomts out tax advantages which are
already obvious: Instead; an effective sales pitch can make it clear that a broad
population will unmistakably benefit from the project, and that a product of lasting
value will be created: Insofar as influential members of the community have been
previously mobilized in active support of the project, solicitation of contributions witl
be facilitated.
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H contributions fall short of project needs; the Bigéﬁizaticn which féatures the
sunplest bid procedures may be able to serve as the instrument for materials
quxsmon. In any eve.'nt, if thﬂ- purdxase of Construction materials will reqmre any

posxble.

Step 8: Develop the pool of applicants for the work program

The outreach process should now begin: At a minimum, the outreach effort will
include letters to the State employment security agency, to local labor unions which
have wamng hsts, and to other employment and training procgrams. Participants may
be recruited using newspaper advertisements when it is appropriate te do so.

Step 9: Outreach organizations izations make referrals to the sponsoring or ganization.

Step 10: Agphcants receive information on the nature of the prgect. Thcy receive

information concerning their civil nghts under law.

Interested applicants complete a program application.

Mmmm&tmm is accomplished.

Applicants are advised of the outcome of the eligibility determination.

Step 12: Multiple conferences are held with the applicant
and desires.

A close assessment of the apphcant's motives should réveal that his or her intentions
are consistent with the program's intent. If the program has a decided training
objectxve, the interviewer should be convinced that the apphamt wants to parnc.pate
for reasons that are consistent with the objective(s). The applicant's motives for
partxcxpanon, in other words, should extend beyond the strict desire for a paycheck. L
the applicant has sold him/herself in terms of personal goals and how (s)he sees
him/herself proﬁtmg from the program, the screened applicant should be sent to the

project supervisor, to whom final selection is reserved.



StepB- A@ﬁ@n‘tsvlnveremtselecwdaresoadvxsed. Mappﬁcanﬁm

employability development planning process. Barriérs to employment should be
identified and strategies for removing these barriers should be discerned and agreed
upon, and a system for tracking progress agamst this strategy should also be mutually
decided upon.

Step 14: The participants go to work.

Sdmedulmg the work the parncxpants are to accomplish should be done by the project
supervisor with the following objectives in mind:

G) Completing the job on time.

(2) Scheduling the work considering the availability of necessary tools and
materials.

{3)  Scheduling the work so that overlap of physical space or supervisory effort
does not occur.

) Gmng each participant an opportumty to sample each trade, or as many

trads as possible if a rotational component happens to be a desired feature
inthe ; program design.

Scheduling greater participant involvement in areas in which (s)he has

A
B

greater aptitude.
Services which 27¢ soecified in the empioyability development plan should be provided
as early as possible. There are a variety of services which can be provided to

participants. A brief discussion of some of the possibilities appears below.

ty and first aid training.

Safety and first aid training can often be provided by the State Department of Labor
or Industrial Commission in cooperation with the nearest vocational-technical insti-
tute. The course should ideally be designed for the industrial field and include basic
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first aid and personal safety procedures. The enroliment of participants in the first
aid courses during the first week of work is clearly desirable. The course should meet
the standards of the Occupational Safety and Health Administration and participants

Step 14(b}: Concurrent orientation to basic terminology and tools.

Participant orientation to basic construction terminology can often be provided by the
Jocal vocational-technical institite under a Cooperative agreement. It is useful to
present a course which deals with construction terminology and the basic use of toois;
inciuding hands-on experience: It is preferable for supervisors to provide specific
instruction in tool care at the job site.

Step 18(ck: Concirrent involvement in off-the=job training occurs as appropriate:

The award of academic credit for program participation is incidental to the more basic
benefits of participation: Efforts to secure credit award are best continuéd as part of
an ongoing effort to broaden the definition of education, and in order to encourage

local education agencies to respond to the variety of educational opportunities that
clearly exist for youth in a work situation. The development of basic academic skills
essential fo performance of job duties should be stressed. Mathematical skills are
particularly important because they are integrally involved in higher-skilled work
performance:

Supervisors and participants alike should have a well-defined image of the work
activities which will be learned and employed in the course of ﬁrOiéi:t construction in a
manner which éémﬁﬁménts any academic training being afforded the participant. By
way of example; the activities learned in a recently acclaimed work project appear
below:

(1) Electrical trade - use of conduit; knowledge of wire size usage; and basic -

knowledge of electricity, including wattage and voltage.

(2)  Plumbing trade - basic plumbing; including use of copper; polyvinyl chloride
and cast pipes; knowledge of joints for water lines; hot water heater.
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(3) Painting trade - surface preparation and use of brushes and rollers; -
knowledge of paint; taping of waliboards:

(4) Cement work - knowledge of truing-up; trowling for rough and smooth
surfaces; mixing of cement; knowledge of special conditions and set-up
timels); stepwork; jackhammer work; and patching of existing concrete.

(5) Iron work - use of rebar for cages for pier work; knowledge of demolition
methods and tools in removal of piping; motors; pumps; generators; and
other heavy equipment:

(6) Carpentry - use of radial arm saw; skill saw; router; electric driil; hand

drill; hand saws; hammers; squares; concreté form building; and finish

carpentry.

gtep 15: The pro']ect supervisor reviews each participant’s performance with him/her

every two weeks,

Supervisory review of participant performance should be accomplished when time-

sheets are completed and approved. (Personal counseling and supportive services

should be provided as circumstances warrant).

A "real world" philosophy must prevail throughout the work project at all times. If a
participant is even minutes late for work, (s)he should be sent home for the day
without pay. The real world ethos must prevail in order to have the desired effect, not

only on the participants but on all institutional relationships.

Participants must fulfill normal work expectations if the unions are to seriously
consider acceptance of them into their apprenticeship ranks at the project's conclu=
sions. Participants must also fulfill normal work expectations if members of the

community are to respect the project.
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Steoﬂ. Avenves for parnapant placemenrt are maintained and expanded as progress

aga.mst the employabxhty devdwmmmei Final navxgatxon of the
participant to a desired destination occurs.

Quite simply, it is éséntiai that the project operator maintain close contact and
co'mmunicétion With all prihéibéls (fﬁééf 6f QEBE! é?é iiiééiy to be mémbérs of the

the partxcxpant Maintenance of close communication will ensure that thé maximum
number of partxc.pants are absorbed into unsubsidized employment or further educa-
tion. In this regard, the job of the project administrator in keepmg the overall
program and its ob]ecn\es "on track" with respeci to the maximization of positive
outcomes by optmai maintenance of institutional relations can be likened to the
partxapant's successive approximation of his/her individual employability development

plan.

The steps outlined above are intended to be generic. It is hoped that they will prove

useful in the planmng and 1mplementanon of enriched labor-intensive projects

regardless of 'the specific legislation which would énable such a grogram.
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PHOTO APPENDIX




PHOTO APPENDIX

The following photographs were taken, on-site in Beilingham, Washington. A number
of them were posed.
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