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Abstract

Main findings
The Beyachad [Together] program, which operates in Tirat Carmel, provides home
instruction for mothers of children at risk of between one and three years old who attend day-

care centers. The program was evaluated for about two years (2004-2006).

In Tirat Carmel, a substantial segment of the population includes children at risk. The Pa'ot
Center (a Hebrew acronym for enrichment, activity and treatment of early childhood in Tirat
Carmel) operates educational-developmental intervention programs with the aim of dealing
with this problem. The programs consists of (1) the Enrichment program — a home instruction
program whose objective is prevention; (2) the "Good Beginning" program for children
ranging in age from newborn to one year; (3) the Beyachad program, which is the focus of
this report; (4) the Bayit Vagan [Home and Kindergarten] program for three- to five-year-
olds; and (5) the "Nitzanim" [buds] program for five- to seven-year-olds (kindergarten and
first-grade pupils). The programs all aim to close the developmental gaps of children whose
development is at risk so that they can ultimately reach the required standard of achievement

for their age group.

The main goal of the Beyachad program, which was developed in Tirat Carmel, was to
respond to the needs of one- to three-year-old children whose development is at risk. These
children grow up in an environment that finds it difficult to cope with their delayed
development, and the older they get, the more difficult it becomes to bridge the gaps. In the
program, an attempt was made to combine the nurturing and enrichment of one- to three-year-
old children who spend a large part of the day in day-care centers with home instruction for
the parents. The objective of the home instruction was to teach the parents how to handle and
nurture these children with the full cooperation of the family-care systems. The evaluation of
the Beyachad program commenced in November 2004 and terminated in June 2006. The
present report presents data from the above-mentioned evaluation period as well as a

conclusion and recommendations.

The program consisted of five stages:

Stage 1: The pre-operative stage — locating instructors whose field of expertise was relevant
to the program.

Stage 2: The family recruitment stage — a difficult and frustrating stage that required a great
deal of time. The time expended on recruiting families and ensuring that they remained in the

program deviated from the time allocated to this task. Ultimately, the instructors only
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managed to instruct half of the families they were supposed to instruct. The entire program
team supported them and did not despair when families refused to undergo instruction.
Despite all the efforts, the second year was marked by a decrease in the number of families
that participated in the program.

Stage 3: The stage of establishing the relationship consisted of four components: (1)
generating  information about the families and coordinating expectations;
(2) observing the children in the day-care center; (3) setting objectives for home instruction;
(4) setting up weekly instruction meetings with the home instructor and commencing the
instruction activity in the homes.

Stage 4: Devising a work program — At every meeting, a work program that was tailored to
the needs of the child and the family was devised. At the end of the first year, the instructors
had formed a relationship with all of the families allocated to them and developed a treating
and trusting relationship with about half of them.

Stage 5: The home instruction activities — regular meetings with the family. Regular weekly
meetings with the family were held. Each one lasted an hour and took place in the homes or in
other meeting places, if necessary. In most cases, the meetings were held with the mother and
the child who was participating in the program. In some cases, however, contact was made
with the father, or else the father was present in the meeting. The first meeting was devoted to

becoming acquainted and to coordinating expectations.

The program was monitored by three control processes: internal control (reports and guidance
meetings), a steering committee that convened twice a year, and external control (an

evaluation team).

During the home instruction, the instructors set goals for each family. These goals reflected
the program goals, and the activities that were determined for the family in each instruction
session corresponded with these goals. Nevertheless, there was no clear procedure for
designing the instruction programs for implementation in the families. Furthermore, it is
unclear whether the meetings dealt with predetermined issues or with unexpected, urgent
matters that had to be resolved. Another reason why issues were not dealt with in depth was
the cancellation of instruction because of religious festivals or the summer vacation. In

addition, meetings were cancelled by both mothers and instructors.

Alongside the success in recruiting and treating the families, difficulties arose at all stages of
the planning and implementation of the program, causing the instructors ongoing frustration.
These difficulties concerned the various issues and stemmed partially from the actual work

with families of this type and partially from the planning, which took into account neither the
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many difficulties nor their economic and practical implications (time and other types of

input).

The program operators proposed solutions for the difficulties in the form of guidance and in-
service courses for the instructors. However, these solutions were not always effective, since
some of the difficulties were organizational, and disrupted the implementation of the

program, particularly during the second year.

It is noticeable that the atmosphere in the meetings reflected the difficulties the instructors
encountered during both the contact with the families and the implementation. Furthermore,
because of the families' difficulties and the obtuseness surrounding their relationship with the
instructors, it was not easy to measure the degree of success of the home instruction. This can
be attributed to the fact that the relationship was not well grounded in the definition of the

partnership with the families, especially in the first year.

The team of advisors correctly responded to the instructors' need for professional guidance
and to their difficulties by developing a well-oiled process of personal guidance. However,
while the instructors' and advisors' high degree of satisfaction with the guidance is indicative
of its quality, the instructors claimed that their needs were too numerous to be dealt with
during a single hour of guidance per week. As a result, they did not succeed in making the
most of it. Despite these claims, the findings attest to the ability of the instructors to learn,
develop, draw conclusions and advance the program while demonstrating great devotion,

persistence, determination and professionalism.

In addition to the personal guidance, there was a weekly in-service group meeting that dealt
with various topics in fields related to the program. Nevertheless, in the field of instruction for
children at risk, which the team considered to be of cardinal importance in this project, there
were only two sessions that were specifically dedicated to this topic (see the section entitled

"Instruction").

Observations were performed in the children's various educational settings. While they were
supposed to take place at a stage prior to the implementation and during the implementation
stage (Stage 4), only a few observations were actually performed in the first year. In the
second year, not all of the children in the program were included in the observations, and
there was no systematic communication between the instructors and the day-care staff.

Moreover, the frequency of the observations and the instructors' reports did not provide a
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clear picture of what was learned from the observations and of how the information they

furnished served the needs of the work.

One of the program objectives was to hold group meetings for the parents. In reality, only one
such group — consisting of two families — participated. Meetings with other families took
place in the form of workshops initiated by the Pa'ot Center and in the playrooms utilized by

all the young children of Tirat Carmel.

Many real attempts were made to establish ties among all the bodies dealing with the children
(family, day-care center, Department of Social Services), and this matter was treated
extremely seriously. Both in the first and second years, ad hoc contacts were held. According
to the director of the Pa'ot Center and the head of the team in the Department of Social
Services, it would be worthwhile investing in more systemic and official thinking within the
town. The ties with the principals of the day-care centers became closer, but not in a way that
affected the work with the children in the program. With regard to the external bodies, the
heads of the program addressed them in the hope that closer and more grounded contact

would be established later on.

The program clients indicated that a great deal of importance could be ascribed to the
program both from the point of view of implementation — achieving aims, and from the point
of view of supervision. The fact that an instructor is in the home of the young children,
identifies problems among the children of the family (not necessarily the child who is being
treated in the program) and reports this to the relevant authorities leads to the problems being
dealt with. The program clients also expressed their satisfaction with the stabilization of the
program. The instructors sensed the importance of what they were teaching the mothers in
their homes and the changes that occurred in the families, even if the change they identified in
the parent's functioning was limited. Both in the first and second years, they mentioned a
partial improvement in the parents' faith in the instruction and in the instructor. This led to an
improvement in their openness toward the instructor, in the family's persistence in
participating in the instruction and in making time for it, and in the care of the child

(development, identification of needs, choice of a suitable treatment setting).

Members of the Department of Social Services expressed great satisfaction with the program.
They indicated that they were more tranquil as a result of the fact that another body was
taking care of these families, keeping track of what was going on and reporting difficulties.

Furthermore, the fact that the instructors spent time with the families improved the latter's



faith in the Establishment, namely the Department of Social Services, and facilitated

treatment.

The mothers were also satisfied with the program. Out of 32 families participating in the
program, 17 mothers responded to a questionnaire in the first year. Sixteen of them indicated
that they were keen to continue with this program, and 15 indicated that they were interested
in a continuing program. They all recommended that other mothers join the program. Five

commented that the instructor helped them enormously with the children.

In the second year, difficulties arose in the contact with families receiving treatment in the
town as a result of events that had absolutely nothing to do with the program but nevertheless
influenced it. In consequence, the families participating in the program withdrew and hardly
cooperated. The program coordinator added that there were families who did not want any
contact with the Pa'ot Center and some that had not had a good experience. In view of the
delicate situation, the evaluation team was asked to have contact only with families that
expressed their explicit agreement to it. Only two families agreed, and they continued to be

observed.

Most of the general goals of the program (recruitment of manpower according to clear
criteria, the process of recruiting the families, implementation of the program by professional
manpower and cooperation between the bodies involved in the family treatment) were
accomplished. From the systemic point of view, ad hoc contacts took place among the bodies

involved in the child's treatment. This was not in the initial planning.

From the operative point of view of the program, participants other than the mother, the child
and the instructor (father, other siblings and so on) were present in two-thirds of the meetings.
Despite the difficulty, the instructors did not ignore them, and tried to relate both to the family

dynamics and to the child in the program.

Despite the fact that the number of families participating in the program was low in relation to
expectations, some of them also took part in workshop activities initiated by the Pa'ot Center.
They met with other families participating in the program as well as with non-participating
families, thereby mingling with a broader and more heterogeneous community. In the opinion
of the program directors, this assisted the families. Furthermore, the program developers felt
that participation in the workshops may well attest to a change in the family's priorities and to

the mothers' willingness to allow the children to undergo positive developmental experiences.
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During the two years in which the evaluation was performed, the instructors strove to improve
the relationship between child and parent. The accomplishment of this goal required a great
deal of guidance on the part of the instructor, and she was not always successful. Sometimes
it was reported that the mothers cooperated and sat down to play with the child, and
occasionally the mothers' willingness to initiate activities with the children could be observed.
At other times, however, the mothers busied themselves with housework so as not to join in
the activity with the child, or the father, who was asked to look after the other children during

the instruction, did not keep his promise, making it difficult to accomplish the goal.

It seemed that the mothers ascribed great importance to devoting time to the children. They
reported that both when the instructor was present and when she was not around, they played
with the children to a great / very great extent. They also reported that only rarely did they
lack the patience to play with the children when the instructor arrived — a testimony that was
not borne out in the observations, in the instructors' reports or in the occasional interviews

with the instructors.

From the summary of the home instruction observations performed by the evaluation team in
the second year, it seems that the instructors made sure to reinforce the relationship between
the mother and the children in the program. They operated in a professional manner, applied
theories of arbitration (according to Feuerstein), worked according to the milestones of
Greenspan and Wieder, and succeeded in providing instruction for families, enjoying success

and advancing the program goals.

The main recommendations

On the basis of the evaluation findings, we maintain that it would be valuable to continue the

program, taking the following recommendations into account:
1. To improve the procedures for getting additional needy families to join the program,
both by identifying them in the community and by establishing the correct type of contact
with them.
2. To direct the work of the various welfare agencies in the community toward "case
management” in all the families with multiple problems. The Beyachad program
(alongside the day-care center, the playroom, and so on) will be defined as one of the
tools at the disposal of the "case manager". The case manager will be responsible for
allocations, instruction and coordination.
3. To ensure the continued advancement of the staff that treat, instruct and support the
family (mother-child) at home: recruiting experienced and mature staff, setting up

manpower and budgetary resources, etc.

Vil



4. To establish additional essential lines of treating action such as Greenspan and
Wieder's milestones, to adopt open and flexible approaches toward goal-oriented
intervention programs, and to ensure the continuity of the treatment (including during

religious festivals and the summer vacation).

In conclusion, it is difficult to provide an unequivocal response to the question of the
program's efficiency. Such an answer can only be given with a perspective of time (see Dolev,
2005a), and is linked to measures of efficiency and their definition (for instance, dropping out
of school, studying in a regular school, improving self-image, family stability, and so on).
From an evaluation of intervention programs in Israel and abroad from the 1960s until the
present day, it transpires that the efficiency of a program is not measured according to the
products of the declared goals, but rather according to the by-products that are linked to well-
being (Walsh, 1996). It is difficult to examine the quality of a program based on the work of
two years, and for this reason, it is necessary to continue with it in the light of the
recommendations. We believe that the program is very important, and following the
implementation of the recommendations, it will be possible to disseminate it in other towns.
However, in order for the information to be disseminated, we recommend that the procedures
that are carried out in the program — such as the guidance of instructors, in-service courses for
the team, formal meetings with various bodies, customized programs for the families — be

documented so that it will be possible to learn from them in the future.
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