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Executive Summary 

1. Background 

In September 2004, the Service for Children and Youth at the Ministry of Social Services and 
Social Affairs implemented its "Towards the Community" policy. The policy was designed to 
reduce risk among children and youth by enabling the local authorities and social service 
departments to make more effective use of the government resources at the disposal in order to 
provide more effective responses to the needs of these children and youth and their families in the 
community. 
 
The program is two-pronged: it limits the stay of most of the children in out-of-home 
arrangements to four years and it enables municipal social service departments to reallocate 
resources previously earmarked exclusively for out-of-home arrangements to services in the 
community for a greater number of children, at the same time providing responses to the needs of 
children moving back into the community. 
 
The study examined the processes of implementing the policy and its results. The evaluation is 
intended to serve as the basis for formulating policy as the program is being implemented and for 
making decisions about the future of the program and its dissemination to additional areas and 
services. 
 
2. Methods 

The data for this report were gathered using multiple tools, including: 
1. Face-to-face interviews: To ascertain their attitudes towards the program, we conducted 23 

in-depth, face-to-face interviews with head office staff and district inspectors at the Ministry 
of Social Affairs, head office staff at the Ministry of Finance, and Members of Knesset. 

2. A survey of directors of social services departments and coordinators of the care planning 
and evaluation committees: To learn how the policy was implemented in the departments, 
we conducted a survey of department directors and coordinators of the care planning and 
evaluation committees (the decision committees), based on a sample of 122 of the total 
departments in Israel. 

3. In-depth interviews and focus groups in six localities: In order to gain an in-depth 
understanding of the process that took place in the departments, problems that arose during 
the process, and the contribution that the process made to the respective departments, six 
localities were selected in which 26 in-depth interviews were conducted with department 
directors, coordinators of care planning and evaluation committees, representatives of other 
services in the community, and municipal representatives. Focus groups were also conducted 
with employees in these departments. 
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4. Administrative data taken from the planning and follow-up system developed at the Service 
for Children and Youth at the Ministry of Social Services about quota exchanges, planning 
and implementing services, and about the children returning from out-of-home frameworks. 

5. A survey of the parents of children who returned from out-of-home frameworks, which was 
conducted in order to learn about the impact of the policy on the returning children and their 
parents. 

6. Interviews with children who returned from out-of-home frameworks: In order to learn 
about the impact of the return home on the children and on the entire process, 12 in-depth, 
semi-structured interviews were conducted by telephone with adolescents who had returned 
home from boarding schools between 2005 and 2007. 

 
Note that one of the main limitations of the study was that the sample in the parents' survey was 
not representative due to the process of contacting the parents and its results (the response rate 
from the total sample and the characteristics of the children whose parents agreed to be 
interviewed as opposed to those who did not, or who were not contacted by the departments). 
However, a large part of the findings from the parents' survey are similar to the findings at the 
national level, as reported in the Children and Youth Service database. 
 
3. Findings 

a. Head Office Perception of the Program and Its Implementation  

The respondents' attitudes were ambivalent. Alongside agreement and broad support for the 
program's vision and goals, there were differences of opinion. The disagreements focused on 
issues including the way that the goals were achieved, the use of decentralization – i.e., 
transferring decision-making powers for the allocation of resources from the head office to the 
social service departments – and quota exchanges, the "from the top-down" method of 
administering the program, and the extent of centralization in designing the program. 
 
Some of the head office staff noted that, thanks to the quota exchanges, some of budget can be 
allocated to benefit children who remain in the community and to increase the number of children 
at risk who receive treatment. They added that the change was significant, particularly in small 
localities whose community budget had been small in the past. In contrast, others noted that the 
quota exchange was implemented through lack of choice and was the default option. They argue 
that for the good of the child and his/her family, additional ways of increasing the budget for 
building services within the community should be examined. This is also true, they say, because 
the economic leverage of exchanging the quotas is small; it helps to build standard programs 
suitable primarily for children with mild educational and emotional problems, but does less for 
children with multiple and complex needs. 
 
With regard to the decentralization (the transfer of decision-making powers for the allocation of 
resources from the head office to the social services departments), the head office staff believed 
that the program facilitated the creation of local partnerships, thanks to the professionalization 
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and improved accountability. Additionally, in their opinion, the program contributed significantly 
to the use of professional tools and methodical data collection about children and their families 
on which to base decisions as to the proper treatment. The process of decentralization also 
occurred in local authorities that did not exchange quotas, so it can be concluded with certainty 
that it contributed to all the local authorities in Israel. From that standpoint, the decentralization 
realized a large part of the expectations and allayed the planners' fears. In contrast, some contend 
that, although the decentralization process had many advantages, the selection of this strategy 
should be re-examined in view of the weakness of the local authorities and the financial crisis 
they are undergoing. Additionally, not everyone agreed that decentralization was the best tool for 
fulfilling the community vision in terms of cost/benefit, reliability, and professional 
responsibility. 
 
The program reconfigured the functions of Ministry of Social Services' community inspectors and 
the role of social workers in the local social service departments who participated in the program. 
While the program empowered these professionals to implement the program, it was claimed that 
the fieldworkers were not adequately involved in designing and building the program, even 
though they were required to implement it. There is evidently room for rethinking their 
involvement in designing and updating the program and for increasing the support and training 
given to the staff. 
 
The program also affected the boarding schools and their professional relations with the local 
social services departments, the inspectors from the Ministry of Social Services, and, of course, 
the children and their families. The head office staff thought that the boarding schools had 
professionalized, developed closer ties with the community, and strengthened their relationship 
with the children's families. Nevertheless, the implementation of the program is causing concern 
and anxiety at the boarding schools about their continued existence. 
 
Since most of the head office staff members perceive "Towards the Community" as supplemental 
to the out-of-home frameworks rather than an absolute alternative to them, these fears appear to 
be unfounded. Both the boarding schools and the foster care frameworks will continue to serve 
children with complex needs and it is therefore necessary to continue developing out-of-home 
frameworks. 
 
After three years of implementation of the program, the head office staff thought that the methods 
of implementation should be re-examined while the achievements and the programs that have 
already been developed should be preserved. 
 
b. The Policy Implementation Process 

Dissemination and Assimilation of the Policy 
The process of providing information and assimilating the policy from the head office level to 
the municipal director level: Most directors of the social services department in the sample 
(71%) did not feel that they had been involved in the determining the policy and only a few 
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(18%) felt that they had been partners in  designing it. Even at the head office and inspectorate 
level, it was claimed that the fieldworkers were not properly involved in the design stage of the 
program; in contrast to the directors of the Service for Children and Youth, who felt that they 
were involving the field staff and listening to them, the fieldworkers themselves felt otherwise. 
 
Most department directors (89%) reported that the procedures for implementing the policy were 
clear (62% of the care planning and evaluation committee coordinators reported thus). The head 
office staff interviewed had a different impression. They claimed that the field workers felt that 
the procedures were not clear and had obviously been developed hastily and "on-the-fly." 
 
A high percentage (63%) of the directors expressed concern about the children's return to the 
community and their integration, due to the relatively small amount of quotas they could 
exchange (61%) and the burden that would be placed on the department staff (59%). Differences 
among directors by size of the locality, district, and population mix were found in three out of the 
four areas about which concerns were expressed. In small and medium sized localities, localities 
in the northern district, and in Arab localities, higher percentages expressed concern that the 
ministry /municipalities would not add their share in accordance with the budgetary agreements 
and would not meet their financial commitments to the departments. Evidently in more peripheral 
locations and Arab localities (which are also, in a sense, peripheral, and many of which are in dire 
financial straits), there is a greater lack of faith in the ministry/municipality. Most of the concerns 
expressed by the field staff were also expressed by those at head office. 
 
The process of preparing the departments to implement the program included training by the 
Service for Children and Youth and Ashalim in the district, seminars, and ensuring every 
inspector worked with the departments for which he/she was responsible. A large percentage of 
the directors reported that the preparation for the change was satisfactory. This was not so in the 
Arab localities: about half of the directors reported that the preparation was inadequate. The head 
office staff also noted that although it was a good thing, the training did not meet all the needs 
that arose in the field. 
 
Ultimately, it appears that although most of the directors felt that they were not involved in 
decision-making about the policy and a large percentage felt that they were not involved in its 
development/design, they felt that sufficient preparation was made to support the change and that 
the new procedures had been made clear. Additionally, in contrast to the concerns of the head 
office staff, most of the directors were not worried about their ability or that of their employees to 
implement the policy. On the contrary, most of them reported a strong sense of self-efficacy and 
confidence in their employees' ability to perform the tasks involved in implementing the policy. 
 
The process of assimilating the policy in the departments: Two-thirds of the departments made 
efforts to assimilate the policy and to prepare and support the workers (through seminars for 
department staff, staff meetings, individual meetings, etc.). One third did no assimilation work. 
The departments differed according to their size. Over a third of the directors of small 



 

 v 

departments reported that no assimilation activities were conducted at all while in the vast 
majority of the medium and large departments, they were. 
 
Many of the departments had no outside help assimilating the change. Half of the departments 
had someone to help with the assimilation activities − for the most part, a children and youth 
inspector. However, what this means is that in over half of the departments, the inspector was not 
involved at all in the assimilation activities. This may be connected with the inspectors' workload 
due to the multiplicity of their functions and the demands on them. 
 
Contending with the New Powers 
Quota exchange: In the first year, 61% of all the social services departments in Israel exchanged 
quotas. In the second year, the percentage of departments that exchanged quotas rose to 73%. The 
trend continued in the following years. 
 
The decision to exchange quotas was made by a team of professionals in the department who 
work with children at risk. Seventy-eight percent of the directors reported the involvement of a 
community inspector from the Service for Children and Youth; this indicates the importance of 
the inspector's role in the process. Additionally, in about half of the cases, other municipal 
personnel were involved (e.g., the mayor/head of the authority or the director of a municipal 
department); this indicates that the municipalities perceive themselves to be sharing responsibility 
for children at risk in their localities. 
 
The directors exchanged quotas for similar reasons in the first and second years. It appears that 
the faith in the results of the policy and its positive effect on the children and the ability to 
develop new services were the considerations that guided most of them in the decision to 
exchange the quotas. Considerations connected with the department staff's professional ability or 
obtaining assistance and support from sources in the community were noted by a small 
percentage of the directors (1%–6%). Among the departments that did not exchange quotas (in 
either the first and/or second year), the decision not to do so was influenced primarily by a sense 
of a lack of resources (the feeling that there were not enough quotas to exchange). 
 
Use of information for decision-making: Most of the departments gathered information on the 
children who were candidates or were already living in out-of-home arrangements and submitted 
the data for the purpose of making decisions about the extent of the exchange and planning the 
services. A quarter of the departments reported difficulties in gathering the information. Sixty 
percent utilized the data analysis. About a fifth of the departments reported difficulties in 
understanding the data and analyzing them. 
 
A large percentage of the departments involved many of their staff members in analyzing the 
data, e.g., chairpersons of the decision committees (83%), child protection officers (74%), family 
case workers (68%), and unit heads (35%). In a large percentage of the departments (60%), the 
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inspector was also involved in analyzing the data and in one-third of the departments, persons 
from outside the department also participated. 
 
Planning and developing the services: In most of the departments that exchanged quotas (in at 
least one of the years), department staff participated in planning the services. In more than half, 
representatives from other services were also involved and in 40%, the inspectors were included. 
The considerations that guided a large percentage of the directors in developing services had to 
do with characteristics of the population receiving care and treatment, the state of the services in 
the locality, and the powers and resources available in the department. Fewer than half (46%) of 
the directors noted additional funding as a consideration. 
 
Most of the departments that planned services intended to raise funds in addition to the quota 
exchange funds and about half of them succeeded in doing so. The data from the administrative 
database show that partners were recruited from other organizations for 22% of the projects 
developed and implemented in 2005–2006, (the partnership was reflected in more than just 
funding). 
 
About half of the departments that planned services indicated the budgetary problem as one of the 
difficulties in developing services. Over a third noted recruiting partners for the program as a 
problem, 29% noted partnerships with other agencies as a problem, and 11%−20% noted 
problems connected with implementing the services: lack of structure, staffing shortages, 
obtaining approvals (these problems also arose in the monitoring of the use of the exchange 
budgets for structuring services in the community in all departments in Israel, at the end of 2006). 
The problem of recruiting partners for the programs raises the question as to how suited the 
programs and services developed are to the needs and preferences of the families and the 
children. 
 
Preparing for the return of the children: The process of preparing for the return of a child 
includes preparing the child, preparing the parents, and convening a care planning and evaluation 
committee to discuss the child's situation and design a care program for him in the community. 
The parents of the returning children reported that for most of the children one of these 
preparatory actions was conducted. Full preparations were conducted for about a quarter of the 
children. The directors' reports also indicate that the departments prepared for the return of the 
children to the community. 
 
Some of the children who participated in the semi-structured, in-depth interviews reported that 
they were helped by the preparation. No preparations at all were made for some of them. The 
children's opinions regarding the need for preparation were divided. Some thought there was a 
need for preparation focusing on the transition to a new school, coping with a new social 
environment, and utilizing leisure hours. Others did not understand why there was a need to 
prepare them for their return home since while they were away at boarding school, most of them 
would go home for vacations. When the parents were asked how satisfied they were with the way 
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the family had been prepared for the return of their child, only a third were satisfied. An 
examination of the status of the children, the families' problems, and the support they receive 
after the child's return to the community shows that despite the many preparatory activities with 
the families, they may not be sufficient or suitable for all the families.  
 
C. The Impact and Results of Implementing the Policy 

Impact of the Policy at the Organizational Level 
The change in the work of the social services department staff: Contrary to concerns, the 
directors felt that they and their staff had developed skills and exhibited professionalism. The 
professionalism is reflected in an in-depth examination and gathering of information about the 
children in the family, in following up decisions made, in documentation, and in the transparency 
of the work processes. It was also claimed that the employees felt that they had greater ability and 
a sense of creativity and pride. Some members of the department staff explained that removing a 
child from home sends a message to the parents that responsibility for the child has been 
transferred to someone else, while the possibility that the child may return to the community or 
the avoidance of his removal mean that the responsibility for the child returns to the parents. 
However, they are also aware of the negative effects of the program: the workload of the 
employees who have to work with more families (the development of new programs in the 
departments led to the referral of new families) and develop responses. In the long term, this 
workload may be harmful to the families and the children (it is important to note that the 
exchange funds cannot be utilized to hire additional personnel). 
 
The change in the care planning and evaluation committees: The committee coordinators noted 
a number of changes in the functioning and status of the committees: over half the coordinators 
believe that the responses offered by the committee have proliferated and the treatment programs 
become more suitable. About half believe that more parents are participating in the committees 
and that there are more requests from external agencies to hold discussions in the committee. 
Only one-third of the coordinators noted there had been a change in the participation of external 
agencies in the discussions. However, the majority reported that they were satisfied with the 
composition of professionals who participate in the discussions and with the various aspects 
pertaining to the work of the committees; a little over half of the coordinators felt that the 
committee's status has been enhanced. 
 
The coordinators also noted changes that occurred in their roles: more than half reported that they 
allocated a greater amount of time to their functions as committee coordinators. As a result, about 
half reported that they had trouble finding time to perform their other duties. In total, 59% of the 
coordinators felt that the role of the coordinator had become more significant. Half of them felt 
that they have more responsibility in the department and about a third felt that they had greater 
authority. 
 
The change in the role of the inspectors at the Service for Children and Youth: An examination 
of the inspectors' role in the process of implementing Towards the Community shows that they 
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were involved in various stages of the process. The extent of their involvement at various stages 
differed from one department to another. They were highly involved in disseminating the policy 
and in the decision-making about the quota exchanges and less involved in assimilating the policy 
in the departments and in service development. Some department directors and employees 
criticized inspectors for insufficient involvement. In 5% of the departments, the inspectors were 
not involved in the process at all. 
 
The role of the inspector changed significantly after implementation of the policy: there was more 
involvement in most of the departments, assistance in performing new tasks, and follow-up was 
conducted in a methodical manner used structured tools. The change led to an increased number 
of duties along with a sense of overload, as well as a feeling of empowerment. The inspectors 
evidently also found themselves in a difficult position. On the one hand, they had to make 
managerial demands on the field staff and on the other hand they had to contend with the 
frustration and anger arising in the field. 
 
The connection between the department and other services in the community: Interviews with 
representatives from other services in the community show that all the respondents knew about 
the change in policy, but there were differences in the extent of their conversance with the details. 
All of them reported that the policy had been presented to them at a conference or at a personal 
meeting with the department director and all noted that they were in favor of it. However, some 
of them were concerned about the possible results of the policy and there were even those who 
said that the results of the policy and the implications for the children and the families should be 
examined. 
 
Fifty-seven percent of the directors reported on the participation of representatives from the 
community at some stage during the implementation of the policy. In other words, a considerable 
percentage did not involve a single service outside the department in the implementation of the 
new policy (not in discussions about the quota exchange, not in discussions about developing 
services, and not in pooling resources). 
 
Most of the departments did not involve services from the community in the process of decision-
making about quota exchanges and only a little over a third of the departments involved 
representatives from the community in planning and developing services (it is important to note 
that not all the departments had a stage of planning and developing services, so only half the 
departments that underwent that stage included representatives from the community). The 
involvement of other community services was reflected in the pooling of resources: about half of 
the departments reported on some extent of pooling of resources, i.e., agencies in the community 
contributed equipment/a building, financial resources, or personnel. The national data (from the 
administrative database) about the use of the budgets also indicate that implementation of the 
policy greatly facilitated the pooling of resources from other services. The flexible budget 
available to the social services departments served as an impetus for creating new programs in 



 

 ix 

partnership with various agencies. Some departments doubled the original amount by means of 
these partnerships. 
 
Impact of Implementation of the Policy on the Children and Families 
Increasing the number of service recipients in the community: Following the quota exchanges, 
the budgets for the community services increased by 40% at the end of 2006. The process also 
allowed for the pooling of significant resources from other services. The municipalities that 
exchanged quotas succeeded in utilizing most of the budgets for the purpose of developing 
community services, and they developed over 26,000 service units for children and parents. The 
services include a significant expansion of after-school programs (including innovative 
therapeutic models for adolescents and children with behavioral disorders), utilizing some of the 
resources for preschoolers, and a substantial increase in the extent of support and care for 
children. Another prominent development is a significant expansion of the interventions with the 
parents. 
 
The data on the changes in the extent and type of services that were developed in the community 
indicate the fact that more children are receiving services in the community and there was an 
increase between 2005 and 2006 in the percentage of children and parents receiving the services 
(7,000 children and 4,000 parents in 2005, compared with 15,675 children and 10,438 parents in 
2006). 
 
The returning children: According to the national data (from the administrative database), in 
2005 and 2006, most of the returning children were teenagers and about two-thirds returned to the 
community at their own initiative or at their parents' initiative. About a quarter returned because 
of the policy (director general's bulletin/ decision by the social services department) and 10% 
returned at the decision of the out-of-home framework. According to the report by the Service for 
Children and Youth, children have been returning at their own initiative or at the initiative of 
their parents for many years. 
 
The parents' reports indicate that over half the parents had no concerns about the return of their 
children (no significant differences were found between children who returned at their own/their 
parents' initiative and those who returned because of the policy/department's decision). Most of 
the concerns were related to the child himself: his functioning, his wellbeing, and parental care. 
 
Despite the concerns of the head office personnel, most of the returning children have been 
integrated into the community and are currently at home: according to the national data for 2005–
2006, 12% have been sent back to an out-of-home framework;  23% required emergency 
intervention/the intervention of a child protection officer, and 17% of the children did not 
integrate into the education system (of those who did not integrate into the education system, a 
little over a third required emergency intervention/the intervention of a child protection officer 
and 14% of the children were once again removed to an out-of-home framework). These data are 
similar to the parents' reports. However, according to the parents' reports, about a quarter of the 
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children did not integrate into the education system. This may indicate that in the course of time, 
the returning children had problems in school and then dropped out. Hence it is necessary to 
monitor the children and provide support. Another interesting point is that the reason for the 
children's return home makes a difference to the way they integrate in the community. The 
national data indicate that most of the returning children are now home and no significant 
differences were found between those who decided themselves to return home (or whose parents 
decided) and those who returned for another reason. However, the percentage of children who did 
not integrate into an educational framework was particularly high among those who returned at 
the decision of the out-of-home framework (42%) or at their own initiative (18%), and lower 
among the children who returned as a result of policy guidelines (6%) a decision made by the 
department (3%). 
 
Most of the parents (73%) thought that their children were better off at home and about half of 
them were satisfied with the child's situation. Most of the children whom we interviewed also 
expressed satisfaction with their return home and noted that they were happy at home. As 
expected, most of the children who returned have problems in various areas and about two-thirds 
of the parents reported various problems in providing parental care. Over half the returning 
children suffer from parenting problems and with problems with their own functioning. 
 
A comparison between the status of the children whose parents agreed to be interviewed for the 
parents' survey, and the situation of those whose parents refused to be interviewed or who were 
not contacted, shows that the situation of the children whose parents agreed to be interviewed was 
better in all areas examined (significant differences were found between the groups in the 
following characteristics: the emotional bond between the child and his parents, how the parents 
cope with the child's behavior, and the child's scholastic achievements and behavior. Differences 
were also found between the groups in the extent of the child's integration into the community, 
but they were not significant). Additionally, even though most of the parents who agreed to be 
interviewed were interviewed, only about a third of those in the sample agreed to be interviewed. 
This means that the group of parents who participated in the survey is not fully representative of 
the parents of the children who returned to the community and, moreover, it is clear that all of the 
returning children have more problems than was found in the parents' survey since the situation 
of children represented in the survey is less dire. 
 
Most of the directors in the localities where children returned to the community reported that the 
department maintained contact with all the children who returned and with other agencies caring 
for them in the community. A large percentage of the directors also reported that all the returning 
children were being monitored. However, although the national data indicate that most 
departments monitor the children for about three months after their return, about half of the 
departments have trouble monitoring the returning children in the long term. This raises the 
question as to whether the children have integrated into the community and contact with the 
social services department has been terminated or whether the departments are not succeeding in 
monitoring and providing long-term support to these children. It is possible that the lack of 
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computerization in the departments makes long-term monitoring more difficult. By assimilating 
the monitoring system and computerizing the departments, it will be possible to obtain a more 
precise picture of the children's integration and provide them with more suitable responses. 
 
There is a significant gap between the percentage of returning children who have problems and 
the assistance that they or their parents receive. The parents' reports indicate that most of the 
children have a problem; however, most of the children and their parents are not currently 
receiving support/assistance. It is therefore not surprising that only a small percentage of the 
families expressed satisfaction with the support/assistance they are receiving. In total, 44% of the 
children who returned in 2005–2006 (and/or their parents) received assistance/support, with the 
percentage of  services received being higher among children whose return was properly planned 
(children who did not return at their own initiative or the initiative of their parents). These data 
along with those on the change in the extent of community services and the increase in the 
percentage of children and parents benefiting from the services indicate that although there is a 
significance increase in the extent of services for children at risk in the community, for the most 
part, children returning from an out-of-home framework do not take advantage of them. 
 
The main problems reported by the department directors regarding the return of the children to 
the community pertain to the cooperation with them and with their parents. The national data for 
2005-2006 indicate that according to the professionals' reports regarding those who do not 
receive services, more than half of them are not receiving services because they (the children or 
their parents) do not wish to do so. This reason is more common among children who returned in 
an unplanned manner (at the initiative of the child or his parents). There is no doubt that these 
findings indicate the necessity to focus on the needs of the returning children and their parents 
and on tailoring the services so that they and their parents will want to utilize them (including 
taking note of the population of children and parents who acted contrary to the recommendations 
of the professionals and returned to the community at their own initiative). 
 
The data concerning the parents' problems and those of the social services department staff after 
the children's return indicate a need for improvement in several areas: preparing the families for 
the children's return, supporting the parents after they come home, involving the parents in 
decisions connected with the return process, and tailoring the responses provided to the needs of 
the families. Perhaps the preparation is conducted mostly with the children who return in a 
planned manner (according to policy guidelines or following a decision by the department), 
perhaps the preparation is insufficient. It is clear that there is also a need to support the parents 
and children after the children return, with the cooperation of the parents and with better 
adaptation of the responses to meet the families' needs. 
 
The analysis reveals the following: 
� In contrast to the perception of the managements of the Service for Children and Youth that 

the field staff had been involved in the process of formulating the "Toward the Community" 
policy, only a small number of directors of social services departments actually felt included. 
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� The department directors felt that, ultimately, preparations were made for the change and the 
procedures for implementing the policy had been clarified. 

� Two-thirds of the departments worked to assimilate the policy and prepare and support the 
staff. 

� By and large, the employees coped with the new powers they were given: a large percentage 
of the departments exchanged quotas, gathered information on the children, and sent the 
information for analysis. A large percentage utilized the data analysis and most had no 
trouble understanding the data and the data analysis. The departments that exchanged quotas 
managed to use most of the budgets to develop community services. 

� The departments reported various steps taken to prepare for the children's return to the 
community. The parents of returning children reported that most of them underwent some 
kind of preparatory action. About a quarter were fully prepared. 

� The department directors reported changes in the department's work: developing new 
professional skills along with the workload imposed on the employees. 

� A high percentage of the coordinators of care planning and evaluation committees reported a 
change in their status and the status of the committees. 

� The roles of inspectors at the Service for Children and Youth underwent a significant change: 
more involvement in most of the departments, assistance in performing new tasks, and 
conducting follow-up in a methodical manner according to structured tools. 

� Over half the directors reported that community services had been involved at some stage of 
the process of implementing the "Towards the Community" policy. However, a significant 
percentage did not include even one service from outside the department in discussions on 
quota exchange, in discussions on developing services, and in pooling resources. 

� A large percentage of the departments reported an increase in partnerships with external 
agencies. 

� There has been a significant increase in the extent of services for children at risk in the 
community. 

� About two-thirds of the returning children returned to the community at their own initiative 
or at the initiative of their parents. 

� About a quarter of the returning children returned to the community as a result of the policy 
(director general's bulletin/decision by the social services department). 

� Despite concerns, most of the returning children were integrated into the community and did 
not return to out-of-home frameworks. However, the parents reported that about one quarter 
of the children did not integrate into the education system. It is possible that in the long term, 
the returning children have problems in school and then drop out.  

� Most of the departments monitor the returning children for about three months after their 
return; however, some of the departments have trouble monitoring the children in the long 
term. 

� Most of the returning children have problems in various areas and there is a significant gap 
between the percentage of returning children who have problems and the assistance that they 
are their parents receive. The professionals' reports regarding the fact that more than half the 
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children are not receiving services indicate that the reason for not receiving services is that 
they, or their parents, do not wish to do so 

 
d. Directions for Action 

The findings indicate a number of courses of action: 
 

� Provision of training for more directors/departments on the following subjects: use of 
information in the decision-making process; cooperating and working with agencies outside 
the department. 

� Provision of assistance for assimilating the policy in those departments (one third of the 
departments) that did not conduct assimilation work. 

� Enhanced preparation of parents for the return of their children. 
� Encouragement of the departments to monitor all the returning children over the long term. 
� Examination of the extent that the services/programs are suited to the preferences and needs 

of their children and their families, in order to increase the use that the parents and children 
make of the services planned. 

� Provision of greater support to the returning children and their families in all areas because of 
the significant gap between the problems of the families and the responses that they receive. 

� Consideration should be given to treating the departments in Arab localities differently. More 
than half the directors in the Arab localities reported that the preparations for the change were 
insufficient. More preparation, training, and closer work with the inspector are required in 
these localities. Directors in Arab localities that did not exchange quotas noted their concern 
that they would not receive assistance from other services in the community as one of the 
considerations for not implementing the exchange. Consideration should be given as to how 
train them to work with agencies in the community and to receive assistance from them. 
Furthermore, a high percentage of the directors in the Arab localities noted that the parents 
had trouble coping with returning children − they must be provided with additional tools that 
will assist the staff to work with parents who have these problems 

 
The study findings have contributed to the policy of broadening the range of resources designated 
for services provided to children at risk in the community, to expanding the use of the tools for 
the planning, regulation, and upgrading of the decision committees. The lessons learned from the 
policy form the basis for developing the national program for children and youth at risk, and 
constitute the basis for its implementation. 
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