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Leadership Development at a Youthbuild Program is one of a series of hand-
books developed by YouthBuild USA under contract with the U.S. Department of
Housing and Urban Development (HUD) to assist individuals and organizations in
operating Youthbuild programs in their communities. These handbooks, covering
education, counseling, construction, leadership development, and graduate
resources are thematically linked so that, taken together, they provide a detailed
and comprehensive guide to implementing an effective Youthbuild program. The
handbooks supplement the Youthbuild Program Manual which provides an over-
view of the Youthbuild program and its components.

Leadership Development at a Youthbuild Program represents the compilation
and distillation of over 15 years of Youthbuild experience in the field. Input from
Youthbuild graduates and staff has brought together the best practices we have to
offer to date. Additional publications and materials are also available from
YouthBuild USA. We encourage you to contact YouthBuild USA or HUD for more
information and assistance, or to get additional copies of this handbook.

The primary author of this handbook is John Bell, director of leadership devel-
opment for YouthBuild USA from 1988 to 1995. Major contributions to the final ver-
sion were written by Jackie Gelb, executive director of YouthBuild Boston from 1991
to 1996. We would like to thank all the individuals in the Youthbuild network who
have contributed to this handbook, including Jill Bottomley, Carol Dirga, Ronald F.
Ferguson, John Andrew Gallery, Joyce King, Stacey Simmons, Dorothy Stoneman,
Kevin Tarpley, Ayoka Turner, Peter Twichell, and Holladay Weiss. We would also like
to thank Ron Herbert, Roy Priest, Mike Savage, and Susan Shinderman at HUD for
their support. We would like to give special thanks to Sheila Platoff at HUD for her
extensive review of this handbook and guidance in making this handbook possible.

YouthBuild USA
58 Day Street

P.O. Box 440322
Somerville, MA  02144

Tel:  (617) 623-9900
Fax:  (617) 623-4331

e-mail:  info@youthbuild.org
web:  http://www.youthbuild.org 
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Introduction ix

Introduction to Leadership
Development at a Youthbuild Program

Why Leadership Development?

Youthbuild is a community development program that simultaneously address-
es several of the key needs of low-income communities in the United States:  hous-
ing, education, employment,  youth development, crime prevention, and the cre-
ation of a new generation of young leaders committed to community development.   

The engagement of unemployed, under-educated young adults in the process of
building housing for the homeless and low-income people immediately changes
their relationship to their community. Coupling this productive activity with job
training, academic education, personal counseling, and participation in a positive
peer group with a set of values that can compete with the lure of the streets, results
in a transformation of the feelings, attitudes, lifestyle, and aspirations of the young
people who participate. This transformation brings great value and hope to their
communities.

Experience has shown that Youthbuild’s focus on developing leadership skills is
not only of great benefit to the community, but is also a motivating factor for the
young people themselves. When young people are challenged to act like leaders, to
make a contribution to their communities, to “take responsibility to make things go
right for one’s self, family, program, and community,” (as a commonly used
Youthbuild definition of leadership states) then the process of personal transforma-
tion follows more readily.  The challenge to become one’s best self, to fulfill one’s
highest dreams, and to make a difference to other people by acting as a leader and
role model brings out the best in Youthbuild trainees.

This poses a challenge to Youthbuild program staff, who must balance the com-
plexities of building housing, while providing academic and employment skills to
out-of-school young adults who have entered the program with a variety of urgent
needs and self-defeating behaviors. “How,” the typical staff person asks, “can we also
develop leadership, when we have so much to do? Don’t all these other objectives
precede the development of leadership?”

A large part of what makes the Youthbuild program effective is the attitude, com-
municated immediately by the staff to the young people as they enter the program,
that they are potential leaders and role models whose contribution to the program
and the community can and will make a difference. This attitude is often so differ-
ent from the way disadvantaged young people believe adults view them, that it pro-
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vides the opportunity and motivation for the young people to rise to the challenge
of transforming their own lives, rebuilding their communities, and taking responsi-
bility for the future of their communities. 

The emphasis on leadership development in a Youthbuild program attracts com-
mitted staff, who see the importance of this element of the program’s purpose and
philosophy. Moreover, giving young people the opportunity to take leadership roles
within the program, including decision making about appropriate aspects of the
program’s policies and rules, provides staff with insight from the perspective of the
trainees which usually results in a more effective program and sustains trainee
motivation.

This emphasis on leadership development within the program also provides
young people with the skills that will enable them to become effective community
leaders and role models throughout their lives.

The Purpose of this Handbook

The actual process of developing the leadership skills and attitudes of trainees
requires sustained attention on a daily basis from the program’s staff. It also
requires training to enable staff to understand how to incorporate leadership
opportunities into all aspects of the program. 

The purpose of this handbook is to provide information on how to plan, orga-
nize, and implement the leadership development component of a Youthbuild pro-
gram.  It is directed to three audiences:  the Youthbuild director; the program man-
ager and leadership development staff; and all staff of the Youthbuild program.

For Youthbuild directors the handbook provides an overview of the key issues
and decisions involved in planning the leadership development component of the
Youthbuild program and provides a process for working with staff to develop that
plan.  

For Youthbuild program managers and leadership development staff it provides
an overview of planning issues and specific directions for conducting the leadership
development component.

For all staff it provides an introduction and orientation to their role in the leader-
ship development component of a Youthbuild program and specific suggestions for
incorporating leadership development into all aspects of the program.

How this Handbook Is Organized

Leadership Development at a Youthbuild Program has three parts.  The first,
“Planning the Leadership Development Component,” provides an overview of lead-
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ership  development as both concept and practice and describes how to staff and
plan the component.  It is primarily directed to the Youthbuild director.  The second,
“Organizing the Leadership Development Component,” describes how to engage
staff in organizing a leadership development plan and how to introduce the leader-
ship development concept to participants. It is directed to the Youthbuild director,
program manager, and all staff.  The third, “Implementing the Leadership
Development Component,” provides more specific ideas and tools to be used dur-
ing the program year. It is directed to all staff but most particularly to the staff
responsible for the oversight and implementation of leadership development in the
program.  

What Congress Says about 
Leadership Development at Youthbuild

HUD’s Youthbuild program was authorized in Subtitle D of the Housing and
Community  Development Act of 1992. The Subtitle cited four purposes. The first
three relate to affordable housing for low-income and homeless people; work and
service opportunities for low-income youth; and self-sufficiency through education
and employment skills for low-income youth.

• The fourth purpose is stated thus: “to foster the development of lead-
ership skills and commitment to community development among
young adults in low-income communities.” SEC 451

• To support this purpose, the statute includes the following as activities
eligible for funding: “Activities designed to develop...leadership skills,
including support for youth councils.” SEC 454(b)(4)(D)

• The statute further stipulates that an application for funding contain
“a description of the activities that will be undertaken to develop the
leadership skills of participants.” SEC 454(c)(2)(K)

• Finally, the law directs the Secretary to establish selection criteria
which shall include “the apparent commitment of the applicant to
leadership development, education, and training of participants.”
SEC 454(d)(5)

Thus the Congress was unambiguous and consistent in its intent to make
Youthbuild programs seriously address the need to produce graduates who possess
leadership skills and a commitment to community development.
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These materials were developed by YouthBuild USA, under a contract with
the U.S. Department of Housing and Urban Development. The materials
contain suggested resource centers, organizations, resource materials, and

bibliographies that the authors believe participants may find useful in conducting
Youthbuild programs and activities. However, the suggested sources are not
intended to be an exhaustive list of all sources, and their inclusion in the materials
does not imply their endorsement by the U.S. Department of Housing and Urban
Development.
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This handbook is supported by the U.S. Department of Housing and Urban
Development. The opinions expressed are solely those of the authors. In designing
your academic and instructional program, please note Section 456(c) of the
Youthbuild legislation, below.

(c) Authority Restriction.—No provision of this subtitle may

be construed to authorize any agency, officer, or employee of the

United States to exercise any direction, supervision, or control

over the curriculum, program of instruction, administration, or

personnel of any educational institution, school, or school sys-

tem, or over the selection of library resources, textbooks, or other

printed or published instructional materials by any education-

al institution or school system.
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Part I:
Planning the Leadership
Development Component

The Youthbuild board and director must plan some of the leader-
ship development component of the program even before staff

have been hired and participants have been accepted for the pro-
gram. This first part of the handbook describes the key issues to

be considered at this planning stage.
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Chapter 1: Vision, Definitions,
and Key Elements

Overview

When planning the leadership development component of a Youthbuild pro-
gram it is important to first envision how leadership development will actually
appear as part of the program. This chapter offers definitions of leadership and
leadership development, describes the organizational commitment necessary for a
successful leadership development component, and describes the key elements of
a strong leadership development plan.

A Vision of Leadership Development

The following is a vision of what a well-developed, fully integrated leadership
development component might look like. No Youthbuild program to date has
achieved all the elements described in this vision, but everything described here
has been used by a Youthbuild program somewhere. This is a description of what a
leadership development program might look like several years into a program’s op-
eration. Not all these aspects of leadership development can be achieved in the
first year. Like a house, a solid leadership development program is built in stages.
However, it is helpful to have a vision of future leadership development goals to
guide the stages of program development.

“Youthbuild Anytown”

The “Youthbuild Anytown” program is six months into its third cycle. Last
cycle’s graduates helped the staff recruit and select the current participants. They
selected people who seemed ready to make a positive change in their lives, who
wanted to give back to the community, and who showed some leadership experi-
ence or potential. 

During orientation, the new students were told that they were expected to be
leaders in the program and in the community. To get into “Youthbuild Anytown”,
each person had to agree in writing to register to vote, to vote in every election
during the program cycle, to attend the meetings of at least three different com-
munity organizations, to report back to the whole group about the community
organizations, to serve on a leadership committee in the Youthbuild program, and
to do three hours of community service per week in addition to housing construc-
tion. Each student took a pre-program leadership assessment survey to use as a
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benchmark against which to measure progress.

The staff and young people abide by a set of principles or core values that staff
and youth from the first program cycle worked out together. The principles, as
expressed in a daily pledge which the whole community recites each morning, are:

“We, the members of Youthbuild Anytown, pledge that we are working
together

• to improve and rebuild our community;
• to relate to each other in cooperative ways;
• to develop our potential as leaders;
• to educate and improve ourselves and help others along the way;
• to respect our peers, neighbors, and all life; and
• to be part of a great movement for justice, equality, and peace.

All this we will do with love and dignity.”

From day one of the program, the young people learned that the first part of
leadership is taking responsibility for oneself. The staff supported and chal-
lenged them to be on time, to attend every day, to refuse to make excuses, to be
positive, to deal with anger constructively, to kick negative habits, to do the
schoolwork, to take care of tools, to speak to others respectfully, and to develop
other positive personal behaviors. Responsibility was taught as the foundation of
good leadership.

A few months into the program, the Policy Committee was elected. The Policy
Committee is a key governing center composed of eight elected young people, the
director, and a staff representative. The Policy Committee meets weekly.
Participants elected the most responsible of their peers for this job. The Policy
Committee began with a weekend retreat where Policy Committee members
trained to prepare themselves for increasing responsibilities such as understand-
ing the overall organizational structure; learning the role of the Policy Committee;
and learning how to form an agenda, chair a meeting, read a budget, interview a
job candidate, make consensus decisions, and use good group process. 

Because of this solid foundation, the Policy Committee was well respected by
students and staff. It participated in disciplinary decisions, resolved conflict, hired
staff, set program policies, and debated community issues. Two different non-
Policy Committee members sat in on each meeting as observers. In this way, all
Youthbuild members had contact with the committee. The committee used a stan-
dard meeting process, and in the beginning each member got a chance to chair a
meeting. 

Now there is a permanent youth chair who sets the agenda with the director
and leads each meeting. The director and staff person are careful not to dominate.
During a meeting, one student takes minutes on a laptop, prints them out, and
distributes them at the end of each meeting. Members post them in the classroom
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or on the worksite the next day after they give a verbal report and get feedback
about the results of the meeting.

Leadership training and opportunities are not limited to those on the Policy
Committee. Staff and youth participants discuss issues, set policies, and plan
activities in monthly community meetings. Many young people have learned to
lead small group discussions through these community meetings. Temporary
committees form to take on special projects. A review committee handles disci-
pline and grievances. All the participants and staff have been trained in mediation
and conflict resolution and anyone can call for a mediation session with youth and
staff mediators. There is also a Community Leadership Committee for those who
want to get involved in community action or advocacy beyond the Youthbuild pro-
gram. The Anytown Community Leadership Committee members have given pre-
sentations in local public schools about subjects like staying in school and avoid-
ing drugs. They have also set up a tutoring program, coached Little League, and
sponsored a city-wide youth conference.

Beyond these formal leadership committees, there are leadership jobs on the
worksite and in the classroom. Young people serve as hosts by escorting visitors
through the building and explaining the program. Participants take turns assisting
the receptionist, answering phones, and learning bookkeeping. 

The whole program reflects Youthbuild’s concern for young leaders. There are
prominent displays of quotes and pictures of leaders—from everyday leaders like
the participants’ mothers to public leaders like Nelson Mandela, Rosa Parks,
Mahatma Gandhi, Colin Powell, Martin Luther King, Jr., Sandra Day O’Connor,
Millard Fuller, and Marian Wright Edelman. The Youthbuild definition of good
leadership is posted in the classroom and on the worksite: “Good leadership is tak-
ing responsibility to make things go right for yourself, your family, the program,
and the community.” The classroom teacher uses a leadership curriculum that
teaches basic skills while covering topics like the history of the community and its
peoples, social change movements and their leaders, theories of change, public
speaking, writing skills, and community organizing methods. 

The program has developed leadership “competencies,” a specific set of prac-
tical skills and information which each participant is required to master by gradu-
ation such as: how to keep a weekly schedule calendar, set a personal budget, lis-
ten well, take good notes, lead a small group discussion, explain helpful group
process techniques, use the phone system effectively, research to find information,
and access local government. 

Weekly leadership workshops are held every Friday morning. Some of these
workshops teach a leadership competency. Others feature an outside speaker,
community leader, or local public official. Still others get the Youthbuild members,
staff, and young people to explore issues of cultural diversity in an ongoing effort
to increase understanding and combat oppression. They have classes on current
political and economic issues to sharpen their critical thinking skills and help
them form useful analyses. These kinds of experiences give the participants a larg-
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er world view. Some of Youthbuild young people write a regular column in the
community newspaper on the world from a youth perspective.

Youthbuild Anytown ensures that the youth perspective extends beyond its
own program boundaries. The director regularly takes participants and graduates
to visit foundations and government agencies in order to assist with fundraising.
Young people speak to the press and testify at city council meetings. Staff often
take young people with them to their own community meetings. Several young
people attend a Youthbuild national youth conference in Washington, D.C., attend
leadership workshops and meet youth from Youthbuild programs all over the
country. 

However, no program always runs smoothly. There are conflicts, flare-ups,
contract violations, staff and student disrespect, negative behavior, and occasional
terminations. Even outstanding leaders struggle with such issues as acting respon-
sibly on the Policy Committee, resisting peer pressure to act out in the classroom,
and feeling guilt about leaving behind friends from their previous street-life.
Personal crises sometimes cause a young person to slip backwards. However, the
program has worked out ways to handle such stressful times. 

Everyone is continually reminded of the principles as guiding ideas. The stu-
dents take responsibility for handling common negative behavior among them-
selves. The review committee formally handles grievances or serious violations.
The counselors teach methods of anger management and conflict resolution. The
program uses peer counseling and support groups to gradually increase trust lev-
els, allow for caring and healing, build community, improve listening skills, and
challenge negative behavior and attitudes. The program recognizes that further
leadership development is often blocked by internalized attitudes and stored emo-
tional pain collected over a lifetime. Personal development and leadership devel-
opment go hand in hand. The staff expects participants to do both.

The key component of “Youthbuild Anytown’s” leadership program is the com-
mitment of the director and staff. The director, with the backing of the board, sees the
program as a training ground for solid citizens and community leaders. The director
has hired and trained a staff who view young people as leaders helping to run the
program rather than as clients needing services. (Over the past two years, she has also
fired several staff who could not respect young people in practice.) The director has
helped the staff build a vision for leadership development. There are ongoing, regular
staff development trainings in leadership development. The program has determined
desired outcomes of its leadership development component. 

As a result, each staff member, whether through teaching, counseling, or train-
ing, sees himself or herself as a leadership developer. Each staff member sets leader-
ship goals and objectives for which he or she is held responsible. Twice a year the staff
does a formal written and verbal evaluation of the leadership program. In addition,
the staff position of leadership developer is responsible for scheduling workshops;
lining up speakers; planning leadership retreats; keeping track of leadership compe-
tencies; supporting the Policy Committee and other youth committees; and helping
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other staff keep leadership development high on their agendas.

As a result of this approach, most participants graduate with confidence in
themselves and their ability to change their lives and create a positive future. They
have a knowledge base and a tool kit of leadership skills. They have had a year of
various leadership experiences. They have seen the connection between their own
neighborhoods and the wider world. 

Many graduates are now members of their children’s PTAs and other commu-
nity organizations. Some serve on community boards and keep informed about
politics and public issues. These graduates vote regularly. One graduate was hired
by the Youthbuild program as an assistant construction trainer. Two graduates are
on “Youthbuild Anytown’s” board. Another graduate plans to run for the local
school committee. The majority of graduates are serving as role models for those
around them because they are positive people who are responsible parents, steady
job holders, and mentors for younger people. 

Many graduates are in college. Some have become or aspire to become youth
workers, AIDS counselors, or community leaders. Most stay active with the Youth-
build Anytown Alumni Club and Graduate Program, which provide job and per-
sonal counseling, further educational opportunities, positive social activities, and
ongoing leadership roles. The community views “Youthbuild Anytown” as a real
resource. Employers are eager to hire graduates because of their good work skills
and responsible attitudes. Consequently, local foundations, churches, agencies,
businesses, and media consider Youthbuild Anytown a community treasure and
give it support in many forms. 

What Is Leadership Development?

Leadership development is both a concept and a practice. As a concept, leader-
ship development consciously stresses young people’s untapped and underestimated
insights and leadership gifts. Using this approach with Youthbuild participants can
change the way they perceive themselves. In addition, it changes the way they think
adults have traditionally perceived and treated them. For young people, this builds
self-confidence and self-esteem and enhances motivation in a manner that substan-
tially contributes to their ability to change their own lives. Leadership development as
a practice can play a fundamental role in helping Youthbuild participants transform
their lives by providing structures, trainings, and opportunities for participants to
exercise progressively increasing leadership responsibilities within the safety of the
program and with the support of the program staff.

What Is Leadership?

Many Youthbuild programs use this definition of leadership:

“Good leadership is taking responsibility to make things go right for
yourself, your family, the program, and the community.”
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This simple definition of leadership helps young people to recognize the lead-
ership roles they play in their present lives and to envision larger leadership roles
in the future. For some young people, the first steps toward greater leadership are
getting up in the morning, coming to Youthbuild on time, and acting responsibly.
Students who have children have the additional responsibilities of supporting and
caring for their families. These basic but critical accomplishments can be viewed
as first steps in developing leadership skills, and should be recognized and appre-
ciated by the program as students prepare to take on larger leadership roles. 

Within the Youthbuild program, young adults may take on larger leadership
roles such as serving on leadership committees or serving in a leadership role on
the construction site. Through the construction of affordable housing and other
community service projects, trainees have the opportunity to take responsibility
for rebuilding and improving their community. Some young people will want to
stay involved on their own time in broader community issues, helping to improve
life in the neighborhood, the city, and the world. 

By recognizing all these levels of leadership, staff and participants alike can gain
a deeper view of the development of young adults. They realize that even their day-
to-day activities are examples of taking leadership in their lives.

The Two Sides of Leadership Development

The evolution of leadership within an individual participant often falls into

Voices of Youthbuild Graduates:

How did Youthbuild help you develop leadership skills?
“I feel that my leadership skills were always there.Youthbuild helped to bring out
the potential that’s within.”

“By being a program that’s interested in the youth’s voices, and by pushing me to
the limit as a woman.”

“By giving me opportunities I never had before to network with other young peo-
ple.”

“By teaching me that leadership is not just about yourself.”
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two stages. The first stage focuses on personal transformation and leadership
within one’s own life and family. The second stage focuses on an outward expres-
sion of this personal transformation by extending leadership activities into the
program and community. 

It may be helpful to think of leadership development as summed up by the
following formula:

Personal Transformation + Outward Expression = Leadership Development 

Personal Transformation: Responsibility for Self and Family

Initially, most of the leadership development activity in a Youthbuild program
focuses on helping students learn to take responsibility for themselves and their
families by confronting self-destructive behaviors that limit their lives and oppor-
tunities on a daily basis. The staff engage students in learning new skills and atti-
tudes. They challenge negative behavior, attitudes, and addictions so that the
young people can begin to transform their personal lives. The young people and
staff work to end their involvement in “street life,” their reliance on violent solu-
tions, and the cycle of failure and hopelessness. 

This work is manifested in many practical daily activities such as coming to
work on time, learning strategies for peaceful resolution of conflicts, confronting
addictions, developing the life skills of handling money and time, examining self-
defeating beliefs, setting and achieving goals, and learning to maintain good rela-
tionships with friends and loved ones. 

In this first phase, the emphasis is on taking responsibility for making one’s
life work well. This stage can be viewed as fundamental preparation to play larger
leadership roles.

Outward Expression: Program and Community

As participants begin to resolve some of their most serious personal problems,
they grow more able to take on greater levels of responsibility. Providing opportu-
nities for increased levels of responsibility and leadership motivates participants
to continue to resolve personal issues. The process is interactive, not linear.
Consequently, it is important for Youthbuild programs to offer progressive levels of
leadership opportunities that will enable participants to discover new skills and
talents that result in greater self-confidence and an increased willingness and
motivation to take on greater levels of responsibility.

An effective leadership development program provides a wide range of op-
portunities for participants to take leadership in the program itself—in both day-
to-day activities and in program governance. It is equally important to provide
leadership activities within the larger community to give participants confidence
in their ability to act effectively in the world beyond the program.
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The Benefits of Leadership Development

Leadership development benefits the trainee, the program, and the communi-
ty. Leadership development contributes to the growth of each young person by
countering feelings of powerlessness, liberating positive energy, generating respect
from others, and opening the door to wider possibilities for the future. Leadership
development results in:

• Strengthened self-confidence. Successful experiences in leadership
provide trainees with the self-confidence needed to move beyond the
familiar and try new things.

• Increased skills. Leadership experiences provide young people with
skills that can be applied in the work world, in the community and in
a wide range of settings.

• Increased knowledge. Leadership experiences open doors to ideas
and information that were previously closed to many Youthbuild par-
ticipants.

Young adult leadership helps the program function better. Involving young
people in the decision-making process leads to decisions that are better informed,
decisions that make sense to the young people, and decisions that are ultimately
better for the program. Leadership opportunities keep students interested and
engaged in the program, thus keeping program attendance and retention rates
high. Training young people to represent the program brings positive public atten-
tion and often results in more funding. Involving young people in community ser-
vice can bring increased community support for the program. 

Leadership development strengthens the community. As Youthbuild partici-
pants give back to their neighborhoods, they develop a deep commitment to com-
munity involvement and look for opportunities to stay involved after they gradu-
ate. Some become effective community advocates, board members of community
organizations, or volunteers. Others may choose community-oriented careers,
such as becoming social workers, youth advocates, and staff of non-profit commu-
nity-based organizations. Others may go on to college to pursue careers as counse-
lors and teachers. Still others may eventually become entrepreneurs and business
leaders in the community. Regardless of the career path, leadership development
during Youthbuild fosters and encourages long-term engagement with community
issues and community service.

Prerequisites for Successful Leadership Development

To be successful, leadership development must be part of the overall vision of
the program. Effective leadership development requires the full commitment and
support of the organization’s board, director, and staff as well as a clear and explic-
it implementation plan. 
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Board Commitment

The board of directors is responsible for the organization’s vision and mission.
The board’s commitment to youth leadership development is central to the orga-
nization’s ultimate success in this work.

In addition, the board of directors is responsible for recruiting and hiring the
agency director, who will be responsible for implementing the Youthbuild pro-
gram, and ensuring that leadership development is a central focus of the program
and the work of other staff. 

The board can also provide access to a variety of leadership opportunities for
the young people. Most importantly, the board can designate positions on the
board of directors for Youthbuild graduates and then work with those graduates to
further develop their leadership skills. Individual board members can also help
identify leadership development opportunities for public speaking, community
involvement, and internships. 

Executive Leadership Commitment

Executive commitment to leadership development is critical to its ultimate
success. If the Youthbuild program is located in a multi-service agency, the execu-
tive director of that agency will hire the Youthbuild director. The executive director
must select someone who has vision and commitment to Youthbuild as a leader-
ship development program and not just as a social service program. The executive
director must also support the Youthbuild director’s day-to-day decisions about
youth leadership development in the program. 

The Youthbuild director has key responsibilities for implementing
Youthbuild’s leadership development component with regard to staff philosophy
and training, program design, youth involvement in decision making, and the
provision of leadership opportunities. The Youthbuild director must insure that
staff are hired who believe in the leadership capabilities of young people and can
see that a key aspect of their jobs is leadership development.

Staff Commitment

To implement a leadership development component within a Youthbuild pro-
gram, the Youthbuild director and staff must work together to design and imple-
ment a program that is built upon leadership structures, activities, opportunities,
and trainings. All staff members must define and understand their roles in leader-
ship development. 

A Leadership Development Plan

Youthbuild programs are most successful in maintaining a strong leadership
development component when they have an explicit plan developed by the entire
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staff in advance of the program and revised on an annual basis. The leadership
development plan defines the structures, activities, trainings, and opportunities
the program will use. The plan defines how leadership development will be woven
into all aspects of the program, including: 

• The classroom

• The construction site

• The counseling program

• The daily operations of the program like reception, communications,
and maintenance

• Youth participation in governance and decision making at both the
management and board levels

• Involvement in the community

• Trainings and workshops for staff and participants

• Opportunities after graduation

A strong leadership development plan includes staff goals and objectives for
leadership, leadership curriculum and competencies, leadership committees and
jobs, a leadership development attitude on the part of the staff, and plenty of op-
portunities both in the Youthbuild program and beyond for the participants to
exercise leadership. 

The Elements of a Strong Leadership Development Component

To create a solid Youthbuild leadership development component, the leader-
ship development plan must address each of the following areas. Each of these ar-
eas is discussed in detail in Part III of this handbook. 

1. Leadership skills or competencies. Each program needs to deter-
mine what leadership skills or competencies are most important for
trainees to learn and which skills the program will teach. A sample
list of competencies is included in Chapter Four. Workshops that
teach these skills are included in Appendix C, the Leadership
Competencies Handbook.

2. Leadership development within each program component. To be
successful, leadership development as a concept and as practice
must be integrated into all aspects of the program. This includes
making sure that a wide range of leadership opportunities exists on
the construction site, in the education component, and in the coun-
seling component of the program. 

3. Youth involvement in decision making and governance. A critical
expression of the program’s commitment to leadership development is
the creation of a specific set of structures and activities which provide
opportunities for participants to exercise leadership in the operation
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of the overall Youthbuild program.

4. Leadership development training and workshops. Throughout the
program year, workshops and trainings can be offered to teach both
staff and participants specific leadership skills and provide opportuni-
ties for students to practice leadership skills. 

5. Leadership development experiences and opportunities. These can
include a variety of hands-on experiences in which trainees discover
the excitement of personal, program, and community leadership. 

6. Leadership opportunities after Youthbuild. A strong leadership devel-
opment plan will also include vehicles for graduates to stay involved in
the community and the Youthbuild organization after they have com-
pleted the program.

7. Measuring and tracking leadership skills. Development of leadership
skills should be measured just as the development of skills in education
and construction are measured. Students need to know how well they
are doing if they are to take this component of the program seriously.

Common Problems and Pitfalls

Leadership development is not an easy process to undertake. New Youthbuild
programs often have difficulty implementing the leadership development compo-
nent. The following are some of the common problems and pitfalls.

Lack of clarity on goals and objectives: Because leadership development
takes many forms, clarity in the program’s leadership development goals and ob-
jectives is essential. Staff should have a unified understanding of the leadership
development plan and understand their roles in insuring its success. Because
Youthbuild programs are so challenging to manage, many well-intentioned pro-
grams skip over this planning process, only to discover that their leadership devel-
opment component has not met expectations.

Insufficient staff development regarding leadership development: Successful
leadership development relies not only on planning, but also on the use of a range
of strategies. Youthbuild programs often skip over staff training on leadership de-
velopment because they do not have the time. However, leadership development
depends on a unified staff approach that communicates the expectation that
young adults are responsible, intelligent people who are capable of making wise
decisions. This philosophy can be difficult to sustain in the face of irresponsible
behavior and self-serving attitudes demonstrated by some program participants.
Ongoing discussion and training in leadership development is essential to learn-
ing effective strategies for challenging these behaviors and attitudes while sustain-
ing a leadership development philosophy and approach to youth transformation.

Lack of agency, director, or staff commitment to leadership development: A
unified message from all areas of the organization is central to the success of a
leadership development component. If the organization is struggling internally
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about its commitment to leadership development, the young people will sense it
and will learn to distrust the stated commitment of the organization. 

Lack of will or skill to share power and decision making with young people:
Resolving staff concerns and fears about youth involvement in decision making is
critical to creating a successful leadership development component. Some direc-
tors or staff members may be concerned that young people do not have enough
experience to make wise decisions. Directors and staff may also fear that they will
lose control of the program if they involve young people in decision making. Such
fears may result in a leadership component in which staff resist sharing important
decisions regarding the program. The trust of young people can rapidly disinte-
grate if they perceive that their involvement in decision making is “not for real”—
and that they only have input into marginal issues.

Too much willingness to share power and decision making: On the other
hand, some directors and staff initially turn over too much “power” to the young
people, and then get frustrated at the decisions that the young people make. In
their enthusiasm for leadership development, these directors or staff may not play
an active enough role in providing trainees with the guidance and tools needed to
help them make good decisions. Without adequate guidance and training, young
people can make decisions based on short term self-interest or immediate gratifi-
cation rather than on the long term interest of all the trainees and the overall pro-
gram. This long term, broader view should be cultivated through ongoing dialogue
with emerging young leaders.

Lack of adult support for youth: An effective leadership development pro-
gram does not leave young people to make decisions on their own. It recognizes
that young people lack experience in certain arenas and tries to create a partner-
ship between young people and adults based on mutual trust and respect. In this
context, adults can share their experience while providing an opportunity for
young people to contribute their own insights to the decision-making process. 

For staff, leadership development is a balancing act. Being too rigid or being
too lenient can cause a leadership development component to fall apart, provid-
ing an excuse for a program to give up on leadership development. Strong leader-
ship development programs evolve over time, through trial and error, engaging
both staff and students in evaluating results and trying new approaches.

Disrespectful attitudes: Staff frustration at the disrespectful behavior of some
students is an inherent part of the job at Youthbuild. However, when staff frustra-
tion is communicated by returning trainee disrespect, the program’s impact can
be undermined. For a leadership development component to be successful, the
organization must hold itself to a consistent standard of respect for young people
that is independent of trainee behaviors; the organization must continually and
respectfully challenge young people to become their best possible selves.
Organizations that do not hold themselves and all staff to this higher standard will
have difficulty implementing a leadership development program.
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Chapter 2: Hiring and Training Staff

Overview

A Youthbuild program’s leadership development component involves the
director and the entire staff. While all staff contribute important aspects of the
leadership development component, specific staff members should be designated
to take responsibility for formal leadership training.

This chapter discusses the following issues:
• The role of the Youthbuild director
• Options for staffing a leadership development component
• The role of the entire staff in leadership development
• Qualities to seek in hiring staff
• Staff training needs

The Role of the Youthbuild Director

Choosing the Youthbuild director is a crucial first step in creating a leadership
development component for a Youthbuild program. The vision and commitment
of the Youthbuild director to leadership development will have a dramatic impact
on program design, youth governance, and leadership opportunities.

Staff Philosophy and Commitment to Leadership Development 

The Youthbuild director is responsible for hiring and training staff. A director
committed to leadership development will seek out staff who understand and care
about youth leadership development. Once staff are hired, the director plays a cru-
cial role in establishing the program’s commitment to leadership development, in
part by setting expectations for the staff’s attitude and approach to trainees. In
order to create a strong program, the Youthbuild director should provide staff
training in leadership development. Finally, staff should be held accountable for
leadership development in their work. The director should require that each staff
member set leadership development goals and objectives for each component. 

Program Design 

The quality and design of the leadership development component, as well as the
whole program, will be shaped by the vision and insights of the Youthbuild director.
There is a great deal of room for creativity and flexibility within a leadership develop-
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ment component. The quality and effectiveness of the program will depend in large
part on the director’s vision for the leadership development component.

Youth Governance

A central element in leadership development is the trainees’ input on the poli-
cies of the Youthbuild program. Usually, this takes the form of a Youthbuild Policy
Committee. For a Youthbuild Policy Committee to be effective, the trainees must
have regular meetings with the most senior staff member of the Youthbuild pro-
gram—the Youthbuild director. The success of a Youthbuild Policy Committee is
dependent on the attitude of the director. The director must be open to youth par-
ticipation in decision making and willing to take youth recommendations serious-
ly. The director will need to train the young people on the Youthbuild Policy
Committee, hold committee meetings with them regularly, and ensure that com-
mittee decisions are implemented.

Leadership Opportunities

The Youthbuild director spends a great deal of time meeting with influential
people in the community. These meetings can provide excellent leadership devel-
opment opportunities for trainees. They allow the program’s best spokespeople—
the trainees—to publicly represent the program. Involving the youth representa-
tives in meetings with funders and politicians is a way the Youthbuild director can
play a role in fostering leadership development. 

Options for Staffing a Leadership Development Component

Youthbuild programs staff their leadership development components general-
ly in two ways. Those with sufficient funds hire a full-time leadership development
coordinator; those without sufficient funds to do that designate a key staff person
or staff team to supervise and coordinate the leadership development program.
These staff members include the program manager, a teacher, or a counselor. 

Youthbuild programs with full-time leadership development coordinators are
able to develop much more substantial programming and are able to provide indi-
vidual attention to each student’s leadership development process. A job descrip-
tion for a full-time leadership development coordinator is included as Item 1 in
the Resources section for Part I of this handbook. 

Programs that distribute responsibility for the leadership development com-
ponent among several staff positions should be certain there is a staff person
assigned to provide leadership training classes and workshops; to support the
youth governance structure or Policy Committee; and to coordinate community
service projects, trips, and retreats. Following are some of the ways Youthbuild
programs have distributed these responsibilities among staff.
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Leadership Training Classes or Workshops

In many programs, a teacher includes leadership training classes as part of the
academic program. In other programs, a counselor runs leadership training seminars
as part of the life skills curriculum or other group sessions. In still other programs, the
program manager plans regular workshops in leadership development. Your program
will need to identify the format and staffing for leadership development training that
best suits the skills of your staff and the schedule of your program.

Support for the Youthbuild Policy Committee
and Other Youth Governance Structures 

Youthbuild directors rarely have time to provide personally all the support
necessary to ensure that Policy Committees run effectively. The required support
includes helping students set meeting agendas, ensuring that students type up the
minutes, and working with students to implement decisions reached by the com-
mittee. Often, programs select a staff member to serve on the Policy Committee
and provide these support functions. The involvement of the counselor is often
beneficial to the Policy Committee because counselors have a good overview of
the type of student concerns that the youth Policy Committee might  discuss. If a
Youthbuild program has other student committees such as a social committee or
Community Leadership Committee, it is important to have a staff member as-
signed to work with those committees as well.

Community Service Projects, Leadership Trips, and Retreats 

Many Youthbuild programs have students involved in periodic community
service projects in addition to building affordable housing. Many programs orga-
nize leadership training retreats and trips to city council meetings, the state legis-
lature or other venues that offer exposure to the inner workings of government. All
these activities take extensive planning and require that someone be responsible
for coordinating all the details.  These activities can often be divided among the
program manager, counselor, and teacher.  Many programs have a Community
Leadership Committee that performs community service projects; more informa-
tion about the Community Leadership Committee can be found in Appendix D.

The Role of the Entire Staff

Although coordination of the leadership development component may be
assigned to one staff member, a successful leadership development component
must involve the entire staff. As one Youthbuild director told her staff, “Leadership
development is not something we do in addition to our jobs. It is the way we do our
jobs.” In an effective leadership development program, all staff are expected to
incorporate leadership development opportunities into their ongoing work with stu-
dents and relate to the students in a manner that fosters leadership development.



Chapter Two: Hiring and Training Staff18

Incorporating Leadership Development into each Staff Position

A successful leadership development component involves leadership develop-
ment in all aspects of the program—on the construction site, in the classroom, in
the counseling process, and in day-to-day program operations. Each staff member
is responsible for incorporating leadership development opportunities and skills
into his or her ongoing work with students and is held accountable for maximizing
the decision making and leadership opportunities for participants. 

Although this topic is discussed in more detail later in this handbook, the fol-
lowing are some examples of how leadership opportunities for youth can be incor-
porated into the work of each staff position.

Director

• Meet regularly with young people on a Policy Committee

• Invite young people to staff meetings and board meetings

• Involve young people in foundation visits or other fundraising 
activities

• Fund leadership activities and staff

• Take young people to observe local planning boards, city councils,
state legislatures, or Congress

• Engage Youthbuild young people in community speak-outs and
forums

• Take youth to as many community meetings as possible

• Take young leaders to conferences and workshops

• Hold all staff accountable for leadership development work on their
annual evaluations

• Engage the staff in periodic formal review of the leadership 
development work

Program Manager

• Train young people to take on administrative responsibilities like
answering phones, handling reports, and showing visitors around

• Insist that staff and young people utilize the Policy Committee struc-
ture for bringing proposals, solving problems, and airing grievances

• Involve the young people in planning program-wide events, meet-
ings, and trips

• Insist that teachers and counselors build leadership objectives into
their work
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Construction Manager     

• Be sure all the young people are made aware of the overview of the
entire construction process and timetable

• Provide opportunities to learn about the economics of low-income
housing

• Encourage dialogues about homelessness, the need for housing, and
community development

• Take young people to negotiating meetings with unions or subcon-
tractors

Site Supervisor and Crew Chief

• Develop rotating leadership jobs on the worksite such as crew leader,
tool chief, and safety inspector

• Engage the trainees in helping each other learn new skills

• Involve young people in planning for improved working conditions
and teamwork

• Encourage trainees to find solutions to construction problems

Teachers

• Ask the young people to help determine what they study, what goals
are set, and how they are evaluated

• Teach specific leadership competencies

• Create rotating leadership jobs in the classroom

• Build formal leadership training into the curriculum

• Study the history and accomplishments of people represented in the
program

• Celebrate diverse cultural events

• Host community speakers and artists, exposing students to a wide
variety of role models

• Have students teach each other

• Teach content and methods that enhance the students’ ability to take
responsibility

• Have students participate in evaluating each other and the teacher

Counselors

• Train some of the young people to run discussion groups

• Teach peer counseling
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• Make an individual leadership development plan or life-skills plan
with each young person

• Assist individual young people with the emotional work that often
blocks the next step in their development

Relate to Students in a Manner That Fosters Leadership Development 

Qualities in the staff that contribute to a strong leadership development
model include: profound respect for the intelligence and capacity of young people;
consistent patience, encouragement and validation; the ability to be firm yet flexi-
ble; the recognition of growth as a process; an awareness of how to provide experi-
ences of success; the ability to model leadership in every moment; and high
expectations of young people coupled with a realistic assessment of their skills.
The following actions can help create an environment for leadership growth:

•  Communicate respect in all your interactions with the young people.
Though there are times when staff need to use their authority, they
should seek to avoid being authoritarian. Rather, seek to be firm and
respectful.

•  Validate and appreciate the young people all the time. This goes a
long way toward countering the emotional scars they carry with
them. Try to communicate that you like and approve of the trainees
as people, both individually and as a group.

•  Show personal interest in the trainees. Greet them at the door when-
ever possible. Ask trainees about their lives. Spend time with them
during the breaks.  Let them know you personally. Let them begin to
see you as a role model.

•  Interrupt all put-downs, from the first day. This is one occasion when
you need to use your adult authority to set a correct policy. Try not to
scold, but still be firm.

•  Encourage laughter and humor to lighten things up, change the
mood, and cheer people up, however never accept laughter at some-
one else’s expense.

•  Reconnect. Begin each meeting, class, or workday with a chance for
each person to share something that has happened since you were
last together. Just a minute for each person allows trainees to feel that
they’ve been heard and to re-establish contact with one another and
with the staff.

•  Practice offering full attention to students when they are talking.
Explain to the young people that how we use the power of our atten-
tion makes a big difference in developing self-confidence. For exam-
ple, if we give our full attention to learning a new move on the bas-
ketball court, using a new tool, or writing a new rap song or poem, it
usually goes better. Likewise, when we give our full attention in a
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positive way to another person, that person tends to do better. 

When someone is speaking and others in the group are looking bored,
making snide comments, interrupting or doing something else, it
makes the speaker feel unimportant and uncared for and inhibits their
best thinking. Many Youthbuild participants have had this experience
often and the program should work to counter that experience.

Qualities to Seek in Hiring Staff

Since the success of the leadership development component will be depen-
dent on the staff of the program, finding staff with a commitment to and under-
standing of leadership development is critical.  The following are key qualities to
look for in prospective staff:

• The ability to view young people as leaders, not as clients or problems

• The understanding that leadership development is part of the job

•  The ability to demonstrate respect in their interactions with young
people

•  The willingness to fully support leadership structures like Policy
Committees and youth caucuses

• An eagerness to participate in leadership trainings

• A track record of seeking opportunities to help young people
progress in their leadership

•  An understanding of the difficulties faced by young people who take
on leadership responsibilities

• A demonstration of leadership in their own lives

• An interest in developing their own leadership abilities, skills and
experiences

Include Leadership Development in Job Descriptions

Leadership development should be represented as a component in all job de-
scriptions. Sample language to include in a job description might be:

Responsibilities: Incorporates youth leadership development into the
(construction training, education, counseling) component.

Qualifications: Demonstrates respect in interactions with students.
Has experience in developing the leadership skills of young adults.

Find Staff Who Are Committed to Youth Leadership Development

Leadership development should also be a key focus of interviews with staff can-
didates.  The following are some tips and questions for use during the interview
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process to help identify staff with the best potential for implementing leadership
development as part of their job.

• Have all final candidates interviewed by a group of young people as
part of the standard hiring process. This level of youth involvement
helps the program select staff who treat trainees with respect, and
sends an immediate message to all potential staff about the organi-
zation’s approach to leadership development.  Even if your program
isn’t operating yet, involve a group of young people from an advisory
committee or from another organization.  

• Ask candidates to read and comment on Leadership Development: A
Handbook for Youthbuild Staff which is included as Appendix A at the
end of this handbook.

• Check to see if the candidate is already engaged in other community
activities or organizations and would be willing to help Youthbuild
trainees get involved, if appropriate.

• Ask the candidate’s references whether she or he has involved youth
in decision making and leadership in previous positions.

• During the interview, ask the candidate to do a roleplay with the young
people to get some sense of how she handles herself in a “live” situation.

• Ask the candidate to write a set of goals and objectives related to
leadership development.

• Ask management candidates what kind of staff they would hire. This
will give some indication of the leadership development experience
and qualifications this candidate seeks.

• Hold out for staff who demonstrate experience or genuine interest in
youth leadership. Check references in this area.

Questions for Candidates 

The following questions could be asked of candidates for Youthbuild staff
positions as a way to assess their commitment to leadership development.

1. Youthbuild programs focus on leadership development of young
people as a central component of their work.  What experience do
you have in developing the leadership skills of young adults?

2.  Are there any particular attitudes or approaches to young people
that you believe are more likely to foster leadership development?

3. If you are hired, how would you incorporate leadership development
opportunities into the job you will be doing here at Youthbuild?

4. Do you think that young people in Youthbuild should be involved in
hiring staff?

5. How have you played a leadership role in your community?
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Staff Training in Leadership Development

The concept and practice of leadership development is unfamiliar to many
staff of a new Youthbuild program. Formal staff training has proven critical. This
training starts with the staff orientation and continues throughout the year.

Staff Orientation in Leadership Development

A formal staff orientation in leadership development is essential to a solid
leadership development program. This orientation is the place to introduce the
basic concepts of leadership development and the general way those concepts are
applied in a Youthbuild program. To facilitate discussion and provide a resource
for this training, the key leadership development concepts have been summarized
in Leadership Development: A Handbook for Youthbuild Staff which is included as
Appendix A at the end of this handbook.

Before the program cycle begins, an initial orientation for staff on leadership
development usually takes one half day and is organized in terms of a series of
workshops addressing aspects of the leadership development concept and
approach. A sample staff training workshop in leadership development containing
the following seven workshops is included as Item 2 in the Resources section for

Voices of Youthbuild Graduates:

Leadership is. . .

“. . . getting an opportunity to produce and express your character and your tal-
ents.”

“. . . putting your two cents into something. Stepping up to the challenge, with the
talent that God gave you, for a better world.”

“. . . taking responsibility for your own actions first.Taking on problems that affect
not only you, but your family and community.”

“. . . something that constantly changes.The more you learn and the more things
you experience.The things that stand out in a leader are when she makes sure
that her voice is heard, and brings out leadership ability in other people.”

“. . . being a role model to other people.”
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Part I. This training is usually offered in conjunction with trainings on planning
the leadership development component and Policy Committee included as Item 3
in the Resources section for Part II.

1. Conditions Facing Young People

2. What is Leadership?

3. What is Leadership Development?

4. Creating an Environment that Supports Leadership Development

5. Maximizing Group Participation and Learning

6. Elements of a Strong Leadership Development Plan

7. Appreciations

Ongoing Staff  Training and Support in Leadership Development

The entire staff can benefit from ongoing training offering leadership devel-
opment information and skills. These trainings can take place periodically
throughout the program year or as part of staff retreats. Training sessions may be
offered in how to:

• Create general program conditions that promote good learning and
decision making

•  Nurture leadership among young people

•  Create and sustain an effective Policy Committee or youth decision-
making process

•  Build more cooperative relationships between youth and staff

•  Lead effective meetings

•  Use effective group process

•  Sustain an effective Community Leadership Committee

•  Listen well to young people

In addition to formal trainings, other ongoing assistance to staff by supervi-
sors or senior management can include:

•  Setting specific leadership development objectives with periodic
assessment of the objectives

•  On-the-job observation and feedback

•  Role-playing difficult situations and alternative methods of handling
them

•  Sharing leadership development successes with other staff
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Chapter 3: Leadership Issues in
Recruitment and Selection of
Program Participants

Recruitment

Youthbuild programs recruit prospective participants in a variety of ways—
through community organizations; newspaper advertisements; lists of high school
dropouts from public schools; and the word-of-mouth of previous Youthbuild
graduates.

Some programs specifically try, as part of their overall recruitment strategy, to
recruit applicants who have already demonstrated leadership skills. There are sev-
eral effective ways to do this:

•  Build relationships with “pre-Youthbuild” programs such as drug
rehabilitation centers, streetworker outreach programs, young par-
ents programs, mentoring programs, urban corps, and church pro-
grams.  Ask staff to recommend young people from their programs
who have demonstrated leadership abilities.

•  Build relationships with ministers, parole officers, and other local
community leaders who have contact with out-of-school youth and
who understand the leadership development concept.

•  Encourage referrals from successful Youthbuild graduates who
understand what leadership development means and who are able to
convey the concept to their peers.

•  Include information about leadership development in all recruitment
materials distributed to organizations and interested individuals.

Selection

In most Youthbuild locations, there are many more applicants than there is
room in the program. Most of the applicants would benefit from the Youthbuild
program:  most need a job, a skill, an education, counseling, and a second chance.
Many Youthbuild programs have specific criteria for selecting trainees, it’s not just
“first come, first served.” Applicants are often evaluated in an interview and
through other aspects of the application process. Many programs specifically
include some form of leadership criteria in selecting trainees for their program.
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Criteria that a program might want to consider in trainee selection include:

1. Is this applicant ready for the Youthbuild program?

2. Is this applicant interested in playing a leadership role in the com-
munity?

3. Does this applicant understand the leadership expectations and
requirements of the program? Can she or he demonstrate a willing-
ness to meet those expectations?

Is the Applicant Ready for the Youthbuild Program?

Youthbuild programs typically seek to recruit young people who want an
opportunity to change their lives and become leaders and role models in their
communities. But not all applicants are equally ready to take advantage of the full
range of resources that Youthbuild has to offer. 

• Applicants who are still heavily invested in “street life” will have a more
difficult time taking advantage of Youthbuild than those who are
actively trying to leave it

• Applicants who have serious addiction problems may need other ser-
vices before they are ready for Youthbuild 

• Applicants who have unresolved, outstanding warrants or major
pending court cases may need to be absent from the program for
extensive periods of time

As part of the selection process, a Youthbuild program may want to consider
the length of the program, the organization’s capacity to provide extensive support
services, and the potential of an applicant to make changes in his or her life during
that period of time. An applicant who is not ready this year may be ready next year
to take full advantage of the program.

Is the Applicant Interested in a Leadership Role in the Community?

While some applicants may have had opportunities to demonstrate leader-
ship potential in previous activities, most have not. The most effective way to
judge applicant interest is in a direct interview. An interview process can explore
whether an applicant:

• Understands and can demonstrate responsibility for self

• Understands and wants to take responsibility for family

• Is concerned about problems facing the community

• Has any experience in community leadership

Staff members who are interviewing applicants might generate a common set of
questions to explore some of these issues. Interview questions might include:

1. Name five times in the past six months that you have taken responsi-
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bility for yourself.

2.  Do you have children? What is your relationship with them? What do
you want your relationship with them to be?

3.  What is the most important problem facing your community? What
do you think should be done about it?

4.  If you were the mayor, what would you do to change things in your
community?

5.  Have you ever been involved with any organization that was helping
to improve your community?

In addition, as a writing sample, applicants might be asked to write a para-
graph or two on what they think young people can do to help improve the com-
munity, or answer a single question that helps reveal their thoughts on community
leadership. (Keep in mind that some applicants are more able than others to
express themselves in writing.)

Does the Applicant Understand the Leadership Expectations 
and Requirements of the Program? 

Most young people hear about Youthbuild as a construction training program.
They seldom know that Youthbuild is also a leadership development program. It is
useful to explain in an information session or an interview that trainees will have
both leadership  opportunities and responsibilities in the program. Describe the
leadership development component of the program and the leadership require-
ments that participants will be expected to meet. 

Leadership requirements that could be given as examples during the inter-
view might include:

• Achievement of leadership competencies or skills

• Regular community service

• Registering to vote (if the trainee is of voting age), and voting in all
elections for the remainder of the program

• Attending at least one meeting of three different community organi-
zations during the program cycle, and reporting back to the program

• Taking on a leadership role or serving on a committee at some time
during the program

Some Youthbuild programs establish simple leadership challenges as part of
their requirements for acceptance into the program. These provide a good test of
applicant motivation and ability to take leadership on tasks that are relatively easy
to accomplish. Here are some examples of leadership challenges that might be
part of the application process:

1.  Require applicants who are of age to register to vote and bring proof
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of registration back to the program.

2.  Require applicants to obtain a library card and bring it back to the
program.

3.  Require a certain number of hours of volunteer community service.

4.  Require applicants to identify a sponsor such as a parent, parole offi-
cer, staff person from another program, or minister who will agree to
serve as a support person for the candidate in their development.
Those applicants who can’t find a sponsor might be referred to a
local mentoring organization.

5.  Require a short essay on what the applicant will contribute to the
Youthbuild program.

Voices of Youthbuild Graduates:

What Makes Someone a Leader?

“The difference between young leaders and young people who are not leaders is
confidence.”

“A leader is one that takes the initiative to step forward and leads a group of
people who are afraid.”

“Leaders make things happen.They don’t just tag along.”
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Resources for Part I

Item 1 - Leadership Development Coordinator Job Description

Item 2 - Staff Orientation Trainings
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Item 1: Leadership Development Coordinator Job Description

Program Summary

Youthbuild is a program to involve unemployed young adults in building afford-
able housing in their communities. It gives youth between the ages of 16-24 skills in
the construction trades coupled with academic training leading to the GED. This
comprehensive program also includes counseling, peer support groups, driver’s
license education, cultural and recreational events and activities, and job placement.
Another central element is the building of youth leadership skills through leadership
training, program decision making, and involvement in community issues.

Purpose

To assist the young people in setting and achieving their leadership development
goals for themselves, their families, the program, and the community. To support the
young people as they deal with personal and other issues that are obstacles to success
and to aid staff in defining and implementing leadership development goals and
opportunities for the young people.

Specific Duties:

1.  Help each student set and achieve leadership development goals. In conjunc-
tion with a Youthbuild counselor, work on personal life issues that interfere
with the leadership development of individual students. Challenge individuals’
negative attitudes and behaviors. Model good leadership and expect good lead-
ership from the young people.

2.  Be alert for leadership opportunities suitable for each individual. Look for lead-
ership opportunities in the community for Youthbuild’s young people in such
arenas as community forums, media presentations, and visible public service.

3.  Attend meetings of the Policy Committee or other youth governance body.
Arrange for leadership skills training for Policy Committee members. Facilitate
follow-through by young people on agreed upon tasks.  

4.  Develop an appropriate leadership development curriculum for use by the
entire staff. Promote the achievement of leadership competencies. Help staff
set and achieve goals and objectives for promoting leadership in their part of
the program. Hold periodic leadership assessment sessions with the staff.  

5.  Develop a Community Leadership Committee for participants who want to vol-
unteer in the community. Coordinate community service for program partici-
pants. Relate leadership skills and learning to the service work.  

6.  Plan and coordinate a year-long calendar of leadership development events for
the entire program. Regularly arrange guest speakers, workshop presenters,
and field trips on leadership topics.
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7.  Work with the program director on building leadership goals and objectives into
funding proposals.

8.  With interested Youthbuild trainees, network with other youth leaders in the
local community for possible joint activities. Develop a positive and visible
youth presence in the community.

9.  Help support young emerging leaders, both in the Youthbuild program and in
the wider community.

10.  Arrange or conduct staff training in various areas of leadership development.
Coordinate, schedule, and manage logistics for YouthBuild USA leadership de-
velopment workshops, site visits, and youth and staff leadership retreats.  

11.  Assist with classroom teaching of leadership skills as appropriate.  

12.  Prepare written reports on activities and accomplishments.

Qualifications:

1.  At least three years counseling, job development, life skills training, or career
counseling with young adults.

2.  Bachelor’s degree in counseling, psychology or related field; or equivalent ex-
perience and training working with young people.

3.  A demonstrated ability to plan, organize, and implement training workshops
for young adults and staff.

4.  A strong commitment to the philosophy of the program:  to help young people
succeed and reorient their lives, nurture their leadership skills and enable them
to make a difference in their community.

5.  An ability to establish rapport with and relate sensitively to a multiracial and
multicultural group of young people.

6.  A knowledge of human services and the available programs of health services
and of the court and criminal justice system. Knowledge of regulations, proce-
dures, and alternative programs.

7.  Excellent interpersonal and problem-solving skills and the ability to relate to a
wide range of issues, people, and institutions.

8.  An understanding of issues facing young people in the community where the
program is located.

9.  Excellent public speaking, listening, and written communication skills.

10.  A sense of humor and a nonjudgmental attitude.

11.  A willingness to learn from young people. 

12. Team-oriented.

Salary and Benefits:

Varies depending on location.
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Item 2: Staff Orientation Training:
Introduction to Leadership Development

This staff orientation training includes the following seven exercises.

1.  Conditions Facing Young People

2.  What is Leadership?

3.  Why Leadership Development?

4.  Creating an Environment that Supports Leadership Development

5.  Maximizing Group Participation and Learning

6.  Elements of a Strong Leadership Development Plan

7.  Appreciations

(This training is usually offered as part of a three-day staff training that
includes workshops on creating a leadership development plan and planning a
Policy Committee.)
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Item 2: Staff Orientation Training:
Introduction to Leadership Development

Exercise 1: Conditions Facing Young People

Time: 30 minutes 

Materials: Newsprint, easel, markers, tape

Purpose: To identify the stresses under which Youthbuild participants 
enter the program, and to design program elements to 
address those issues.

Method: This workshop uses the “Brainstorming” group proces
technique, which  encourages people to throw out their 
ideas freely without censoring them as to whether the ideas 
are “good,” “ bad,” “right,” or “wrong.”

1. Place two large pieces of newsprint up, side by side.

2. On the top of the left page, write “Conditions Facing Young People.”
Ask the group to think about the world that Youthbuild participants
face. Have a brainstorming session and make a list of what people
say. Do not discuss any of the points raised during the brainstorm
session, but encourage everyone to throw out whatever comes into
their minds.

3. On the top of the right page, write “Program Elements that
Counteract Conditions.”  Ask the group to put aside most of what
they know about schools and youth programs, and start from scratch:
If they were going to design a program that deliberately counteracted
the conditions facing young people, what would be the elements in
their program?  As they say things, try to write them on the newsprint
exactly opposite the conditions on the left side that they would coun-
teract.

4. Compare the ideas generated with your plans for your Youthbuild
program. Point out the ways in which leadership development is cen-
tral to these ideas.
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Item 2: Staff Orientation Training:
Introduction to Leadership Development

Exercise 2: What Is Leadership?

Time: 30 minutes

Materials: Newsprint, easel, markers, tape, chart with Youthbuild
definition of leadership.

Purpose: To clarify the staff’s definition of leadership for the 
Youthbuild program.

Method: This workshop uses the “report back” group process
technique, which allows people to speak freely in a small 
group, and then provides an opportunity for group 
representatives to practice speaking in front of the whole 
group by reporting on their conclusions.

1.  Break into groups of three or four people for 15 minutes. Give each
group a piece of newsprint and a marker. Ask each group to write a
definition of leadership.

2.  Ask each group to report back to the whole group.  Allow two minutes
for each group’s report.

3.  Ask the group: What is the connection between someone’s personal
behavior and leadership?

4.  Display the Youthbuild definition of leadership:

“Good leadership is taking responsibility to make things go right for
yourself, your family, the program, and the community.”

Discuss whether this might be a useful definition of leadership for
your Youthbuild program.
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Item 2: Staff Orientation Training:
Introduction to Leadership Development

Exercise 3: Why Leadership Development?

Time: 30 minutes

Materials: Chart (below)

Purpose: To clarify the importance of leadership development in a 
Youthbuild program.

Method: Equal time

1. Each person is given one minute to talk about why they think 
leadership development is important in a Youthbuild program.

2. Display chart and read out loud.

3. Each person is given one minute to share their reaction to the chart.
What do you agree with? Is there anything you disagree with?

If there is controversy, give everyone a second minute.

Why Leadership Development?

1. The society needs more ethical and effective leaders.
2. Youth programs and schools would be improved if

governed with input from young people.

3. Leadership can engage young people intensely and
deeply, liberating their best energies.

4. Real decision-making responsibility can heal two
serious wounds of our young people:

• Low self-esteem due to consistent invalidation of
their intelligence

• Feelings of powerlessness and anger, as a result of
being consistently disregarded and unheard
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Introduction to Leadership Development

Exercise 4: Creating an Environment that Supports
Leadership Development

Time: 30 minutes

Materials: Chart: “Creating An Environment that Supports Leadership 
Development,” newsprint, easel, markers, tape

Purpose: To help staff to recognize the important role that their daily 
attitude and behavior can play in affecting the conditions for
leadership development.

Method: This workshop will use the “Go ‘Round” group process 
technique, which ensures that everybody in the group has a 
chance to contribute.

1.  Go around the room, and ask each person to name two things that help cre-
ate an environment that supports youth leadership. Write the ideas up on
newsprint.

2.  Display the chart: “Creating an Environment that Supports Leadership De-
velopment.” How many of the ideas on the chart were already on the staff
list?

3.  Go around the room again. Ask each person what personally might stop
them from following through with these behaviors and attitudes on a daily
basis. Make a list of these obstacles.

4.  Ask the group to identify ways that the staff can support one another to
combat these obstacles.
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Creating An Environment that Supports Leadership Development

•  Communicate respect in all your interactions with young people
•  Validate and appreciate the trainees at all times
•  Show personal interest in the students
•  Interrupt all put-downs
•  Encourage laughter and humor
•  Start each activity with some personal sharing
•  Practice offering full attention to students when they are speaking
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Item 2: Staff Orientation Training:
Introduction to Leadership Development

Exercise 5: Maximizing Group Participation and Learning

Time: 15 minutes

Materials: Chart: “Seven Techniques for Maximizing Group Participation and 
Learning”

Purpose: To teach staff to use various, simple group process methods 
designed to maximize group participation and to vary activities.

Method: Presentation

1.  Display the chart and review each of the six methods. Point out that three of
the methods were used in earlier workshops. The other three will be used in
upcoming workshops.

2.  Hand out copies of this chart to all staff.

Seven Techniques for Maximizing Group Participation and Learning

1. Brainstorming: Make a list of ideas without editing or comments.

2. Small group/Report backs: Write down ideas in small groups and 
have a representative report back to the whole group.

3. Go around: Go around the room and give everyone a chance to 
speak.

4. Equal Time: Use a watch to give everyone equal time to speak on a 
controversial issue,.

5. Rotating Chair: Have people raise their hands and the last speaker 
choose the next person who wants to speak. 

6. Empty Chair Discussion: Place five chairs facing each other in a circle.
Have four people sit in the chairs and have a discussion on a difficult 
topic, while everyone else sits on the outside. When someone wants to
join in the discussion, they take the empty chair. Within a short time, 
someone else vacates a chair.

7. Twice-Once Rule: Do not havepeople speak twice until everyone who
wants to has spoken once.  
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Item 2: Staff Orientation Training:
Introduction to Leadership Development

Exercise 6: Elements of a Strong Leadership Development Plan

Time: 15 minutes

Materials: Chart:  “Elements of a Strong Leadership Development Plan”; 
and Leadership Development: A Handbook for Youthbuild Staff 
(Appendix A).

Purpose: To prepare for the next seminar which will focus on planning the 
leadership development component.

Method: Presentation

1.  Display the chart and briefly discuss each of the seven elements of a strong
leadership development program. (For an explanation of each element, see
Chapter Two and Leadership Development: A Handbook for Youthbuild
Staff.) Explain that in the next seminar, the staff will be helping to create a
leadership development plan for the Youthbuild program.

2.  Hand out Leadership Development: A Handbook for Youthbuild Staff and ask
everyone to read it before the next seminar.

Elements of a Strong Leadership Development Plan

1. A list of leadership skills all trainees will learn

2. Leadership development in each program component

3. Youth involvement in decision making and governance 

4. Leadership development trainings and workshops

5. Leadership experiences and opportunities

6. Leadership development after Youthbuild

7. Measuring and tracking leadership skills
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Item 2: Staff Orientation Training:
Introduction to Leadership Development

Exercise 7: Appreciations

Time: 15 minutes

Materials: None

Purpose: To establish a practice of regular and frequent appreciations of 
staff and students, and to demonstrate a specific, effective method 
for doing appreciations with the students.

Method: Basic method of appreciation.

Note: Most young people in a Youthbuild program are burdened with
past emotional traumas. The damage from years of mistreatment
shows up in various ways: anger, feelings of self-doubt, a lack of con-
fidence, feeling stupid, unimportant or powerless, disrespect of oth-
ers, meanness, irresponsibility, hostility, or violence. These interfere
with young people’s abilities to learn, think, set goals, achieve goals,
and play leadership roles.

A Youthbuild program may not  be able to help with the deepest of these
scars, but a dose of genuine appreciation, validation and approval can go a
long way in counteracting some of the damage. Staff will constantly be
struggling with the results of this damage and trying every conceivable
strategy to counteract it. This intensive work creates stress, frustration and
burn-out among staff.

The practice of genuine appreciation helps build a nurturing and positive
environment in which both young people and staff can learn well, feel sup-
ported and make good decisions.

1. Explain the importance of appreciations:

All people do better when they feel liked and appreciated. No one
ever gets enough appreciation. Most people get put down a lot. In
Youthbuild we are going to practice building people up! We are going
to build a positive supportive atmosphere. It is what we all want,
even if we are not used to it. Starting today, we’ll be doing a lot of ap-
preciations of each other.

2.  Go over appreciation guidelines:

• Make sure that each person receives an appreciation.

• Encourage genuine, personal appreciation, not vague comments like “he’s
cool.”

• Ask the person giving the appreciation to turn toward the recipient, look at
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him, think of something particular about that person to appreciate, and
speak directly to that person (not about him).

3.  Now try it. Ask the group to go around the circle and, one by one, have each
person tell the person on their left one thing that they appreciated about
him or her during today’s workshop.



Part II:
Organizing the

Leadership Development
Component

In order to carry out an effective leadership development compo-
nent, all staff should organize a clear leadership development plan
before the Youthbuild program begins with participants. Individual
staff members should organize their own leadership development

plans and activities. The staff as a whole should organize its
approach to youth participation in decision making and gover-

nance and be prepared to introduce leadership development dur-
ing orientation for participants.This part of the handbook

describes the staff tasks involved in organizing the leadership
development component.

photo: Martin Dixon



Part II: Organizing the Leadership Development Component42



Chapter Four: Creating a Leadership Development Plan 43

Chapter 4: Creating a Leadership
Development Plan

The Importance of a Leadership Development Plan

The key to a successful leadership development component is a leadership
development plan. There are several reasons why a leadership development plan
can make a critical difference in your program’s success:

• There are many approaches to leadership development. Each
Youthbuild program must make its own decisions about designing
and implementing its leadership development component.

• Unlike the other components of the Youthbuild program (construc-
tion, counseling, education), leadership development is integrated
into all parts of the program and involves many staff people. In a
sense, leadership development competes with the other program
components for attention. At the same time, the outcomes of the
leadership development component aren’t as immediate or easy to
see as building a house, or passing a GED test, or dealing with a
homelessness crisis. Without a plan that includes assigned responsi-
bilities and advance thought, leadership development won’t auto-
matically happen.

• Leadership development is usually new to most staff, and it is a
departure from typical practices in schools and job training pro-
grams. Because it involves the entire staff, the entire staff needs to
grapple with what it means to “do leadership development.”

• Leadership development isn’t easy to do. It can be the source of a lot
of frustration, and only succeeds through a good deal of trial and
error. A leadership development plan helps the organization sustain
the leadership program throughout the year, and then provides a
vehicle for evaluating what worked and what should be changed for
the coming year.

• Once a program is up and running, the ongoing demands of the con-
struction site, the classroom and the personal needs of the students
quickly consume the staff’s time and focus. To ensure that leadership
development is integrated into all program components, the staff
needs to decide up front on specific leadership development strate-
gies that will be included as part of the program.  
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Who Should Create the Leadership Development Plan?

Because leadership development should be a pervasive philosophy through-
out the program and present in all program components, the creation of the lead-
ership development plan should include the entire staff. Each staff member
should make a specific plan for how leadership development will be included in
his or her component on an ongoing basis throughout the year. Some aspects of
the plan should be developed by the staff as a whole, while others are best devel-
oped by a small group of staff, and certain key elements will need to be defined by
senior management.

The Role of Senior Management

In order to emphasize the importance of the leadership development compo-
nent and the commitment of the executive leadership to leadership development,
it is preferable for the Youthbuild director to run the staff planning workshops on
leadership development. The Youthbuild director will need to establish a frame-
work for the leadership development plan that defines the organization’s commit-
ment to leadership development and defines the expectations for including lead-
ership development in all program areas.

The Role of a Leadership Development Team

Some components of the leadership development program are best developed
by the individuals or small groups that are responsible for implementing them.
Leadership workshops and trainings to be given during the course of the program
generally fall into this category. It may be helpful to designate a leadership devel-
opment team who will spend more time developing these aspects of the leader-
ship development plan. Minimally, a leadership development team should include
the program manager and leadership development staff or one or two program
staff members particularly interested in this area of work.

Elements of a Leadership Development Plan

Youthbuild programs with strong leadership development components tend
to include each of the seven following elements in their leadership development
plans: 

1. A list of the basic leadership development skills or competencies par-
ticipants will be expected to learn

2. A plan for how leadership development will be carried out in each
program component

3. A plan for youth involvement in decision making and governance

4. Identification of the types of leadership trainings and workshops to
be carried out during the year
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5. Identification of the types of leadership experiences and opportuni-
ties the program hopes to offer participants

6. An approach to assisting participants to continue their leadership
development after graduating from Youthbuild

7. A procedure for measuring and tracking leadership development
accomplishments of participants

Leadership Skills All Trainees Will Learn

Each Youthbuild program needs to determine what leadership skills or com-
petencies are most important for the trainees and which skills they plan to teach.
This can be decided in brainstorming sessions with the entire staff, or in a smaller
group of staff responsible for the leadership development component. Following is
a sample list of leadership development competencies that reflect the kinds of
skills taught in many Youthbuild programs.  (Specific workshops that teach many
of these skills can be found in the Leadership Competencies Handbook included as
Appendix C.)

Sample Leadership Development Competencies

Behavioral and Attitudinal Skills
1. Demonstrates self-confidence and self-esteem in interactions
2. Demonstrates consistency and responsibility on a daily basis
3. Advocates effectively for oneself
4. Resolves conflicts
5. Has a sense of identity as part of a larger community (including

cultural, racial, and gender identities)
6. Listens and communicates effectively
7.  Has clarity on basic personal values

Personal Development Skills and Knowledge
1.  Keeps and uses a weekly schedule and calendar
2.  Sets and achieves personal development goals
3.  Manages anger constructively
4.  Makes and uses a personal budget
5.  Can explain the basics of sexual reproduction, pregnancy preven-

tion, and AIDS and STD prevention
6.  Demonstrates readiness to secure and hold a job

Group Leadership Skills
1.  Listens well to others in class, in meetings, and on the worksite
2.  Takes useful notes in class, in meetings, and on the worksite
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3.  Can explain and participate in the following group process meth-
ods:  brainstorming, two-way or three-way sharing, equal time,
go-arounds, appreciations, and the twice-once rule

4.  Can lead an effective small group discussion
5.  Can participate in a self-evaluation process as a way to evaluate

his or her own progress
6.  Can define the functions, skills, and attitudes of good leaders

Community Leadership Skills and Knowledge
1.  Can effectively use a phone system
2.  Can find information through researching
3.  Can explain the basics of how local, state, and federal govern-

ments work

Leadership Development in Each Program Component

The plan should identify how leadership development will be carried out in
each component of the program. Staff should develop plans for their individual
components and for the organization as a whole. The construction site, the class-
room, and the counseling sessions are all rich opportunities to convey leadership
development skills. In order to ensure a consistent and complementary approach,
it is most effective if the entire staff is involved in developing this aspect of the
plan.  

Youth Involvement in Decision Making and Governance

The Youthbuild director will need to decide whether the program will use a
Youthbuild Policy Committee or some other structure for involving young people
in decision making. It is important to involve the entire staff in defining what
scope of responsibility for decision making participants will have, so that they
understand and support the young people in these roles. This “scope of responsi-
bility” should be described in the leadership development plan. The plan should
also identify when and how this element of the program will work, including a
timeline and staff responsibilities. If a program Policy Committee already exists,
new staff will need a thorough orientation to its purpose, powers, and functions.

Leadership Development Trainings and Workshops

Most Youthbuild programs offer specific leadership development trainings
and workshops to students throughout the year. They are done on a wide range of
topics, and in a wide range of settings—including orientation, retreats and weekly
classes. (Other chapters in this handbook describe some of the ways that other
sites organize their training workshops and outline a variety of specific workshops
that might be offered.)  A leadership development plan should  identify the topics
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of priority to your program and lay out the schedule of sessions for the year. This
part of the plan is usually developed by the staff members responsible for offering
these workshops and classes in partnership with the program manager. 

Leadership Development Experiences and Opportunities

Youthbuild trainees tend to learn at least as much from hands-on experience
as they do from workshops. There is a wide range of avenues that Youthbuild sites
have developed to provide leadership development experiences and opportunities
for participants. Many of these are described  elsewhere in this handbook. A lead-
ership development plan should identify those leadership experiences that will be
structured into the program, and should clearly designate which staff members are
responsible for implementing this aspect of the leadership development program.

Leadership Development After Youthbuild

The Youthbuild director will need to determine the staffing and budget that
will be available for developing a Youthbuild follow-up program and/or an alumni
program. Follow-up programs provide assistance and support to graduates for at
least the first six months after graduation. An alumni program represents the
intent of the organization to provide longer term support and leadership opportu-
nities to graduates.  

A broad conception of Youthbuild incorporates two phases. Phase one is the
program phase—full-time, paid, skills training, academic classes, leadership train-
ing and opportunities, and graduation. Phase one is more like the formal prepara-
tion for leadership. 

Phase two includes transition to full-time employment or college outside the
program but with a strong continuing connection to Youthbuild as long as gradu-
ates want it through job support, counseling, organized community service, lead-
ership activities, political study groups and actions, and social activities. Phase two
would be attractive and flexible enough to accommodate graduates at whatever
level of time and interest they have. It would have staff and a budget. It would be a
center of activity, learning, new challenges, support, and that “family feeling” grad-
uates had while in the program phase of Youthbuild. “Once in Youthbuild, always
in Youthbuild!” Graduates would know Youthbuild is still their home. 

During phase two, graduates would build on the growth they achieved during
the program phase. This would include:  completing the GED if needed, continu-
ing with support groups, and help with job interviews. Graduates could also: con-
tinue tutoring second graders in reading, get support for starting their own busi-
ness, have a mentor themselves, join with other graduates to take action to change
something in the community. Graduates would have access to the phones, com-
puters, e-mail and internet access, copy machines, and fax machines for redoing
resumes, writing letters, proposals, college essays, or flyers for a community rally
they are organizing. The integrated themes are self development, community
development, and continued involvement in Youthbuild.  
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It is helpful to get input from all staff in defining a vision for a graduate pro-
gram, because it can shape the work that is done with young people while they are
participants.  

Measuring and Tracking Leadership Skills

Development of leadership skills needs to be measured and tracked just as
much as the development of skills in education and construction. Students need
to know how well they are doing if they are to take this component of the program
seriously. The plan needs to identify the tools the staff will use to measure comple-
tion of leadership development competencies or other leadership skills and how
these will be used throughout the program year.

Programs have used the following methods for tracking the leadership devel-
opment skills that the trainee can demonstrate.

Voices of Youthbuild Graduates:

What Advice Would You Offer Youthbuild Staff?

“Incorporate the youth in the everyday, overall operations of the program. That
way you will hold their attention. Don’t have that “Do this!” mentality. Show them
that everything they do is a learning experience.”

“Set aside certain times that just focus on leadership. Tell them that just getting
up every day and taking the initiative is leadership.”

“Put yourself in that young person’s shoes. Take a young person at their word.”

“Keep working on leadership as a tool and mechanism to monitor growth.
Understand that many young people have not been in an environment where
people care.”

“Hire staff with patience and understanding. Look at the quote, ‘Bad seeds may
just become your best leaders.’”



Chapter Four: Creating a Leadership Development Plan 49

Leadership Competency Checklist

Some Youthbuild programs list their program’s leadership development com-
petencies in a checklist, to document when each trainee acquires and can demon-
strate the skill. (A sample leadership development competency checklist is includ-
ed in the Leadership Competencies Handbook in Appendix C.) To effectively use a
leadership competency checklist, your program should decide which staff are
responsible for monitoring student progress, tracking the development of these
leadership skills, and giving feedback to trainees. Alternatively, trainees can be
asked to assess their own progress toward these competencies regularly and get
feedback on whether the staff agrees with this self-assessment.

Individual Leadership Plans

In some Youthbuild programs, each Youthbuild participant works with the
leadership development coordinator or counselor to construct an individual lead-
ership development plan. This plan might include:

• An assessment of the participant’s leadership skills, knowledge, and
self-perception at the beginning of the program and again just before
graduation

• A chart of leadership competencies, with a plan and a timetable for
achieving them

• Self-chosen leadership opportunities to which the young person
aspires

• A set of individualized leadership goals and objectives

• A record of personal achievements, awards, certificates, and press
clippings

This plan can be revisited regularly to update it, revise the objectives, and
review progress. If used well and consistently, the individual leadership develop-
ment plan can be a helpful feedback aid as well as a motivational planning tool.

Creating a Leadership Development Plan

Before beginning the planning process, the director, program manager, and
any key leadership development staff should read this handbook in its entirety.
All staff should be required to read Leadership Development: A Handbook for
Youthbuild Staff (included as Appendix A). This preparation will ensure that all
participants in the planning process have a clear understanding of the leadership
development component and examples of leadership development opportunities
and experiences that other Youthbuild programs have developed.

One full day should be designated to begin the leadership development plan.
During this day, the Youthbuild director should lead the staff through a series of
trainings and exercises to facilitate the development of the seven elements of the
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plan. Item 1 in the Resources for Part II is a leadership development plan check-
list. Item 2 is a series of workshops to assist this planning process. The goal for this
day should be to give enough substance to each of the seven elements of the plan
that individual staff members or teams have sufficient direction to complete plans
for each element in greater detail. A written draft of the leadership development
plan can then be prepared for staff to review and a second working session of the
entire staff convened to complete and adopt the plan.

It is important to recognize that not all leadership development activities can
or should begin at the same time. While leadership development experiences and
opportunities should be present from the very start of the program, many get
introduced gradually over the course of the program year. On the following pages
is a possible sequence for introducing leadership development elements.
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Sample Leadership Development Program—Month by Month

The following suggested timetable for leadership-related activities and events
was designed for a 12-month program. Each program is different and will ulti-
mately determine its own schedule of activities. Some of the activities will be
explained later in the handbook.

Six Months to One Week Prior to Start-Up

• Staff hired, with input from young people

• Staff training in leadership development begins

• Young people are recruited and selected with the leadership aspect
made clear

• Staff is trained in how to facilitate their role in the youth orientation

Youth Orientation

• Participants are introduced to the basic ideas of leadership

• The various leadership committees are introduced

• Leadership development requirements are explained

• Participants begin reciting a daily pledge or philosophy each 
morning*

(* indicates that the activity begins here but is continued hereafter)

Month One

• Daily pledge*

• Staff sets a positive atmosphere*

• Validations and appreciations are established as regular practices*

• Leadership development on the worksite begins*

• Leadership development in the classroom begins*

• Leadership competencies are introduced*

• Support groups begin to meet regularly*

• A temporary advisory committee is selected to serve until a Policy
Committee is elected later

• Students are prepared for the Policy Committee election

• The first community meeting is held toward the end of the month

Month Two

• Daily pledge, validations, leadership on worksite and classroom,
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competencies, and support groups*

• Each participant makes individual leadership goals

• First leadership retreat is held four to six weeks after start-up

• Policy committee is elected at the retreat

• First training and meeting of Policy Committee happens within a
week, and then the committee meets weekly*

• Extra community service responsibilities begin*

• Staff begin attending national HUD Youthbuild trainings*

• Program begins to explore cultural identity, gender,  and mutual
respect issues*

Month Three

• Daily pledge, validations, leadership on worksite and classroom,
competencies, support groups, Policy Committee, community ser-
vice, cultural issues*

• A staff day is held to review progress in leadership development

• Regular monthly youth leadership training workshops are underway*

• The first batch of leadership competencies are achieved and recog-
nized with awards

• Program begins to provide community leadership opportunities*

• Community Leadership Committee is formed and begins meeting*

• Formal training in group process skills begins

Month Four

• Daily pledge, validations, leadership on worksite and classroom,
competencies, support groups, Policy Committee, community ser-
vice, cultural issues, leadership workshops, and Community
Leadership Committee*

• Peer counseling begins to train young people to assist each other
with problems

• Community Leadership Committee is active in the community and
meets regularly to plan or reflect on its work

Month Five

• Daily pledge, validations, leadership on worksite and classroom,
competencies, support groups, Policy Committee, community ser-
vice, cultural issues, leadership workshops, and Community
Leadership Committee*
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Month Six

• Daily pledge, validations, leadership on worksite and classroom,
competencies, support groups, Policy Committee, community ser-
vice, cultural issues, leadership workshops, and Community
Leadership Committee*

• Second staff day held to review leadership development work

• Public awards and recognition for achievement of leadership compe-
tencies

Month Seven

• Daily pledge, validations, leadership on worksite and classroom,
competencies, support groups, Policy Committee, community ser-
vice, cultural issues, leadership workshops, and Community
Leadership Committee*

• Several youth attend national Youthbuild Leadership Training in
Washington, D.C.

Month Eight

• Daily pledge, validations, leadership on worksite and classroom,
competencies, support groups, Policy Committee, community ser-
vice, cultural issues, leadership workshops, and Community
Leadership Committee*

• Second youth-staff retreat is held

Month Nine

• Daily pledge, validations, leadership on worksite and classroom,
competencies, support groups, Policy Committee, community ser-
vice, cultural issues, leadership workshops, and Community
Leadership Committee*

• Third staff day is held to review leadership development work 

• Public awards and recognition are given for achievement of leader-
ship competencies

• Higher education applications begin

Month Ten

• Daily pledge, validations, leadership on worksite and classroom,
competencies, support groups, Policy Committee, community ser-
vice, cultural issues, leadership workshops, and Community
Leadership Committee*

• Job readiness leadership competency is emphasized
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Month Eleven

• Daily pledge, validations, leadership on worksite and classroom,
competencies, support groups, Policy Committee, community ser-
vice, cultural issues, leadership workshops, and Community
Leadership Committee*

• Leadership opportunities after graduation are charted

Month Twelve

• Daily pledge, validations, leadership on worksite and classroom,
competencies, support groups, Policy Committee, community ser-
vice, cultural issues, leadership workshops, and Community
Leadership Committee*

• Final leadership development assessment is done for individuals and
for the group

• Leadership awards given at graduation

• Certificates of achievement of the leadership competencies are
awarded at graduation

After Graduation

• Young people can continue to be active in the Community
Leadership Committee

• Several graduates might serve on the agency’s board of directors

• Several graduates might become Youthbuild interns and staff

• Young people can become part of the Youthbuild graduate program
or alumni club

• Staff reviews and evaluates the leadership development work done
during the year, and makes recommendations for the future

The actual sequence will vary from program to program depending on local
priorities, personalities, crises, and resources.
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Chapter 5: Youth Governance—
Staff Preparation

What Is Youth Involvement in Governance?

Involving youth in governance means incorporating structures that allow
young people to participate in decision making for an organization or program.
These structures can include a Policy Committee, an advisory committee, a con-
flict-mediation team or other bodies that help shape part of a program and allow
the students to develop their leadership skills.

In more traditional youth programs, youth committees have a very limited
scope of responsibility for decision making. They are only involved in those deci-
sions that affect the young people, such as stipulating a dress code or planning
extracurricular events. Rarely, if ever, do they participate in the broader planning
and decision-making processes of the program or organization.

Because of the Youthbuild model’s focus on leadership development, many
Youthbuild programs are committed to providing young people with the broad-
est level of involvement in decision making. A Youthbuild Policy Committee can
provide trainees with that opportunity.

What Is a Youthbuild Policy Committee?

A Youthbuild Policy Committee is a body comprised of the Youthbuild direc-
tor, at least one staff representative, and an elected group of students who work
together to make decisions about the Youthbuild program. 

The Youthbuild Policy Committee provides a forum for a cross-section of the
organization to work through problems, compromise, and provide creative solu-
tions that take into consideration the ideas, opinions and viewpoints of every-
one— including the young people within the program. 

The Youthbuild Policy Committee can ensure that the program is genuinely
responsive to the participants’ needs. In addition, its members often undergo
intense leadership development and then use these leadership skills elsewhere in
the community.
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The Scope of Responsibility and Authority
of a Youthbuild Policy Committee

The scope of responsibility and authority of a Youthbuild Policy Committee
varies considerably among Youthbuild programs. Your Youthbuild program will
need to define the Youthbuild Policy Committee’s scope of decision making. A
Youthbuild Policy Committee’s role may include:

• Participation in hiring staff

• Recommending improvements in program management and services

• Consultation on program design, policy, and changes

• Review of annual budget, where appropriate

• Consultation on firing of staff, although the director has final 
authority

• Reporting to and consulting with the rest of the program

• Planning events of its own design

• Solving problems as needed

Consider carefully the scope of responsibilities that your program’s Youthbuild
Policy Committee will have. These responsibilities should be written up and dis-
tributed to staff and trainees so that everyone understands the role of the Policy
Committee. 

If the Policy Committee has no real responsibilities, the young people will

Voices of Youthbuild Graduates:

Involvement in Governance and Decision Making

“I was selected by my peers to represent them. I was only one of many leaders
in my class. This was more than just leadership. This was an honor.”

“When I was on the council, I liked going over material that would affect other
trainees.”

“I was chosen to attend the Youthbuild National Conference. It gave me a chance
to express the importance of being in Youthbuild.”
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realize it immediately. If they are left to flounder by themselves, or if they are not
taken seriously and only decide unimportant matters, then they will become disil-
lusioned, disappointed, and will lose respect for the Policy Committee. See
Appendix B: YouthBuild Policy Committee Handbook, for a sample description of a
Policy Committee.

Staff Support for the Concept of a Youthbuild Policy Committee

Including young people in the governing core of the program, with major poli-
cy responsibilities, will be a new and possibly threatening prospect for some staff
members. It is important that staff fully understand and support the role of the
Policy Committee. 

Once a program and Youthbuild Policy Committee are already operating, it is
crucial that support for the concept of a Youthbuild Policy Committee be one of
the conditions of hiring new staff, and that staff orientation includes discussion
and support of the role of the Policy Committee. Otherwise, staff may undermine
the effectiveness of the committee. 

Staff Roles and Responsibilities 

Sharing decision making with young adults can be challenging. The
Youthbuild director must want the Policy Committee to succeed and must give its
members the tools to succeed. The Youthbuild director must meet regularly and
consistently with the Policy Committee. If the Policy Committee meets only with a
counselor, for example, the young people do not have access to top levels of deci-
sion making for the program, and the director does not have access to the valuable
information about the program that the trainees can provide. 

The Role of the Youthbuild Director

The Youthbuild director faces the challenge of keeping the Policy Committee
on course while at the same time, not dominating it. The director’s role may
include:

• Helping the committee set priorities for its meetings

• Encouraging trainees to raise issues of concern for the committee’s
consideration

• Raising issues that the director is dealing with for committee input

• Providing information as background so the group can make good
decisions

• Raising concerns about specific issues that are not raised by the
young people

• Nurturing the group dynamics so that all members participate
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• Guiding decisions so that the judgment of the trainees becomes
increasingly sound

• Holding back and listening, so that the trainees can develop their
decision making skills

• Being directive and firm when necessary

The Role of the Executive Director of a Parent Agency

If the Youthbuild program is housed within a larger agency, the executive
director of that parent agency needs to support the principle of youth involvement
in governance and back the Youthbuild director’s efforts to cultivate and engage
participants’ involvement in decision making. The executive director may also
want to consider trainee or graduate participation in other decision-making bod-
ies within the organization, such as the board of directors or a Youthbuild advisory
board, if one exists.

Elected Staff Representative or Appointed Staff Member

Programs often ask staff to elect a staff member to serve on the Policy
Committee, who represents the entire staff. Whether a staff member is elected or
appointed, it is very helpful to have another staff member besides the Youthbuild
director working with the Policy Committee. In addition to contributing input from
the staff perspective, this staff member also serves in a support role to the trainees on
the committee. The role of the staff person can include:

• Contributing to discussions from a staff perspective—without domi-
nating the group

• Ensuring that the chairperson or secretary prepares a written agenda

• Ensuring that the secretary types up the minutes

• Working with students to follow up on decisions or activities that the
committee decides to undertake

• Coaching and assisting the members in running meetings

Ingredients for a Successful Youthbuild Policy Committee

• Schedule a regular weekly time and place to meet. Never cancel the
meeting.

• Allow time on the worksite and in school for Policy Committee mem-
bers to report to and get input from other students.

• Provide a private meeting space, so that members feel safe discussing
sensitive issues.

• Allow deliberations on important issues such as money, hiring poli-
cies, real problems, personnel problems, and long-range plans.
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• Teach skills formally—terminology, minute taking, facilitation skills,
goal-setting, timelines, and  preparing a budget.

• Encourage the young people to set high standards for themselves.
Let them set policy on their own behavior and attendance in the
Policy Committee, and periodically review how they are doing.

• Consult, inform, ask questions, guide discussions, check the judg-
ment of the young people, and be sure they understand the extent
and limitations of their authority.

• Ensure good group process, including a chairperson, an agenda,
time allocations, and opportunities for everyone to speak. Prevent a
few members from dominating the discussion.

Item 3 in the Resources for Part II includes a series of workshops for staff to
plan the Policy Committee.


