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Abstract

The Department of Social Services of the Kiryat Yam municipality conceived and
proposed the establishment of a hostel for young adults (ages 18-30) at risk. The goal
of this project was to provide residence and orderly life style as a component of a
comprehensive rehabilitation program, encompassing vocational training, completion
of education and preparing the young adults for autonomous life within the
community.

The existing welfare services have provided only a partial response for that client
population. Hence, a special project to provide a comprehensive solution was
necessary. -

Description of the project

The project was designed to absorb about 16 young adults from Kiryat Yam in two
separate units (one for women and one for men) who were not alcoholics, drug
addicts, mentally ill or mentally retarded.

The maximal duration of stay in the hostel would be twelve to eighteen months.

The program was based on an integrated model, including individual treatment, group
dynamics and community oriented work. It was operated by both professional and
para-professional staff.

Procedure of the project ,

The National Insurance Institute approved the project as a three-year pilot program.
Preparation for the inauguration of the project lasted for nearly six months. The
delay in housing the hostels stemmed from difficulties in finding appropriated
apartments and from resistance of the neighbors towards the project. In the course of
the organizing phase, staff members were recruited and trained, the apartments were
renovated and the necessary equipment was purchased.

The project operated for two years and three months: the women’s hostel was closed
after two years while the men’s hostel remained open for an additional three months.

Research methods
The study was designed to examine three major questions by means of a longitudinal

follow-up of two hostels for young adults (ages-18-30):

- To what extent is the program operating as planned (in terms of scope and types of
activities) and efficiently?

- To what extent does the program achieve its goals; namely, succeeds in preparing
the participants for autonomous life within the community?

- To what extent is the program suitable for achieving its goals, in terms of the
conceptual framework and its operations?

The evaluation research focused on the formative function and follow up of the
project’s operational processes.




The study employed a qualitative method, collecting data from the following sources:
archival data (protocols of the intake and evaluation committee, the executive
committee, the steering committee, the staff meeting and other relevant documents),
open individual interviews with each staff member, and with the participants; and
observations at the hostels.

Major findings

Follow-up of the project’s operational processes
1. The initial phases of the projects revealed significant difficulties due to the

following reasons: the scope and complexity of the participants’ problems, lack of
a similar project to model and inexperienced staff.

2. There were difficulties in reaching a full capacity of the houses (about 8
participants in each house). To cope with this impediment, after about six months,
it was decided to extend the project from its local scope to the entire country. This
decision constituted a significant departure from the initial design.

3. About a year and a half after the program inauguration, the men’s hostel reached
its full capacity, while the women’s hostel was nearly full. These goals were
reached as a result of a massive marketing campaign.

4. The high volume of referrals indicated the need for the project, especially for male
young adults in Northern Israel.

5. There was incompatibility in terms of the planned schedule versus the reality: a
year after the program’s inception, none of the participants, not even the most
senior, were ready to leave the hostel to carry autonomous life within the
community. .

6. Two years after the program’s onset the women’s hostel was closed for the
following reasons: Firstly, it seemed that female young adults had less need for
this service in than their male counterparts; Secondly, one of the partners in the
project decided to back off, whereas the new partner - the Department of Youth in
the Ministry of Labor and Social Affairs — sponsored projects only for male youth.

7. Due to the imminent transfer to the new auspices, the men’s hostel was closed
three months later.  Curtailment of the project duration constituted a significant
departure from the original design: the experimental program was planned for
three years.

Types and scope of activities

8. A year after the program inception, some of the activities were compatible with
the conceptual model, although constituting a miniscule sample of a
comprehensive and over-reaching rehabilitation program. The activities in the
area of inter-personal, social and community rehabilitation were inadequate.

9. In the second year of the program operation, some of the insufficiencies persisted,
especially in the group activities and in the vocational domain. The latter realm,
which presumably formed the core component of the program, lacked activities at
the initial absorption stage, at the stage of training the participants for a job search
and at the later stage of follow up with their employers. The problems stemmed
ptimarily from the absence of a vocational rehabilitation coordinator.




10. In the course of the second year of the program operation, the need for upgrading

11.

12

13,

the clinical component became evident, due to the complexity of the participants’
problems, which were not adequately anticipated. Limitations of the program
staff significantly curtailed implementation of the necessary changes.

Towards the end of the second year, the program suffered significant
deterioration mainly due to threats of the project’s end. There was an atmosphere
of tension and demoralization both among the participants as well as among the
junior program staff. Both exhibited difficulties functioning in crisis situations.
Senior staff managed to mitigate the regression and revive the program at least
temporarily.

In the course of the last three months, the individual activities, group activities

and some community activities continued, but solely in the men’s hostel. This
period was marked by mostly new hostel residents, who experienced a variety of
adjustment difficulties.

Organization structure and work procedures

14,
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The organic project staff encompassed a project director, a social worker
primarily responsible for individual treatment, a housekeeper for each hostel
(after a year and a half, only one housekeeper, responsible for both houses,
remained) two to three counselors for each hostel, and occasionally a volunteer.
Three bodies operated within the framework of the project: an intake and
evaluation committee, an executive committee and a steering committee.

Tensions with the program staff were evident almost immediately after the
inauguration of the programs. The major reason for this was unclear definition of
roles and boundaries. Later these tensions were embodied in conflicts between
the project director and some of the counselors over the rehabilitation approach
and reflected difficulties in coping with stress and crisis.

Faulty functioning of some of the counselors reflected inadequate selection
procedures for this job.

During the entire period of the program operation, the ongoing education and
training of all staff members was inadequate, seriously impeding their capacity to
cope with impending difficulties and implementation of lessons accumulated
throughout the project.

Two significant positions were absent in the program staff: a vocational
rehabilitation coordinator and a clinical supervisor. In addition, volunteers were
barely integrated in the project.

Staff meetings were held regularly, but their content lacked strategic decision
making and discussion of problem areas; instead, this forum was used for solving
mundane and immediate problems.

The executive committee received only temporary consultation services from an
organizational-clinical psychologist, who markedly contributed to this group’s
functioning.

Initial outcomes of the project
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The study findings provide initial indications that the program functioned as a
meaningful interim phase in the rehabilitation process of the young adults at
risk.



23. However, due to the complexity of the participants’ problems, a rehabilitation
cycle of twelve and even eighteen months falls short of complete adjustment and
capacity to live autonomously and productively within the community.

24. Improvement of the program effectiveness requires concerted efforts in preparing
the candidates for residence in the hostel, during their stay there, and during the
period of follow up within the community after their discharge.

Significance and conclusions

The findings of the over two years follow up of the program strongly suggest the need
of the young adult population for a comprehensive rehabilitation framework
(education, vocation, basic life skills and interpersonal and social competence),
capable of freeing them from the bondage of distress.

This need is especially evident among male young aduits, and is less so among female
young adults.

In actuality, the conceptual model of the project encompassed an integration of
rehabilitative and clinical program. The latter component had to be amplified due the
problems presented by most of the participants. The nature and intensity of the
problems exceeded what was anticipated while designing the project. The
participants were indeed at risk: had partial education, no vocation, were devoid of
skills to function in structured and obliging frameworks, were developmentally much
behind their chronological age, had poor self-concept and low self esteem, lacked a
family support system, some of them were at the verge of delinquency and most
suffered from mental problems.

Consequently, the operational activities were highly structured, comprising a
significant element of control, supervision and intensity.

The implementation of the conceptual model was obstructed by the following factors:

- budgetary restrictions, hence uncertainty regarding the project’s viability;

- turnover of the program senior staff: |

- limited experience, incompatibility and inadequate training of most staff
members.

Recommendations for future directions

- Addition of two senior positions to the program staff: a vocational rehabilitation
coordinator and a clinical supervisor.

- Systematic follow-up of the program “graduates” by the program social worker.

- Significant amplification of the staff training and professional development.

~ Better utilization of volunteers.

- Clear definitions of partners and auspices of the program.
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