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EExxeeccuuttiivvee  SSuummmmaarryy  

Derech Hamelech is a program for adolescents aged 12-18 who are at risk or in situations of 

distress and delinquency. Working through volunteer mentors, the program seeks to help them 

establish relationships of trust and support and to extricate them from the cycle of distress. The 

adolescents are referred to the program by the services providing care for them, most of which 

are based in the community. The program was established in 2006 by ELEM, the organization for 

youth in distress, and the Juvenile Probation Service (JPS). For the past five years, it has been 

working in partnership with several other organizations in different sectors. The current partners 

are: the Ministry of Social Affairs and Social Services (the JPS, the Service for Adolescents, 

Young Women and Young Men [formerly, the Service for Youth and Young Adults and the 

Service for Girls and Young Women]); the Ministry of Education (the Youth at-Risk 

Advancement Section); the National Insurance Institute (the Fund for Development of Services 

for Children and Youth at Risk); JDC-Ashalim; ELEM; and local authorities. 

 

The mission statement of the program sets out the following main goals: To raise the adolescents' 

self-image and self-esteem; to create a meaningful relationship with the mentors; to develop and 

improve life skills and abilities; to provide assistance in the rehabilitation process and to help 

integrate the adolescents into employment, vocational training, and educational and other 

normative frameworks. 

 

The program works on five tracks, three of which were examined in the study: 

1. Personal mentoring – Classic mentoring, in which adult mentors support the adolescents for 

at least a year and provide assistance in various areas, through a warm and supportive 

interpersonal relationship 

2. Personal mentoring at work – Similar to personal mentoring, but the meetings take place at 

the places where the mentors work, to ease their entry into the working world 

3. Integration into employment – Integrating the adolescents in companies that have expressed 

willingness to participate in the program and ensuring that support and supervision are 

provided by the employer or one of the co-workers during the integration process. 

Sometimes, adolescents participating on the personal mentoring track are subsequently 

integrated into employment, while the mentoring process continues. 

 

The two tracks that were not examined were group mentoring, which was being developed when 

the evaluation was conducted, and professional training, which – at the request of the program 

staff – was not evaluated, because the staff wished to focus on the mentoring, which is at the 

heart of the program, and because this training is provided through a separately funded program.  

 

The evaluation study was conducted by the Engelberg Center for Children at Youth at the Myers-

JDC-Brookdale Institute at the request of JDC-Ashalim, and it began in 2009. It examined the ten 

localities in which the program was implemented – Beersheva, Jerusalem, Lod-Ramle, Tel Aviv, 
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Petah Tikva, Kfar Sava, Netanya, Hadera, Or Akiva and Haifa – and included all of the 

participants who had been in the program for at least six months (136 adolescents and 92 

mentors). This was to ensure that the participants had adequate experience of the activities and 

that they were therefore able to provide the crucial information about what was happening in the 

program. 

SSttuuddyy  GGooaallss  aanndd  SSttuuddyy  DDeessiiggnn  
The main goals of the evaluation were as follows: 

1. To characterize the program participants – both the adolescents and the mentors 

2. To provide the program implementers with information about the way the program was 

being implemented, to enable them to improve and expand the program 

3. To examine the satisfaction of various parties – adolescents, mentors, program staff in the 

head office and localities, staff at the referring services, and the partners – with different 

aspects of the program implementation 

4. To examine the benefits of the program as perceived by the adolescents, the mentors, the 

referring services and the places of work where participants were placed. 

 

The study was conducted over two years and the data were collected in two stages: 

1. The first stage of data collection was from April to November 2009. The process included 

obtaining information about the profile of the participants, using a self-report questionnaire 

for the mentors and a form about the adolescents, which was completed by staff at the 

services that had referred them to the program. Information about different aspects of 

implementation of the program was gathered through face-to-face interviews with the 

program director and partners in the head office, a focus group with the local coordinators, 

and telephone interviews with staff from the referring services. 

2. The second stage was from January to May 2010. The process included gathering 

qualitative data about integration into employment and the perceived benefits of the 

program at various levels. The data were collected through face-to-face interviews with the 

program director and adolescents participating in the program, focus groups with local 

coordinators, and telephone interviews with employers and program alumni. 

CChhaarraacctteerriissttiiccss  ooff  tthhee  PPrrooggrraamm  PPaarrttiicciippaannttss  ––  YYoouutthh  aanndd  MMeennttoorrss  

The Youth 
Personal and family characteristics: The findings reveal that 65% of the adolescents in the 

program were boys, almost two-thirds were born in Israel (63%), and about a quarter of them 

(26%) were born in the former Soviet Union (FSU). The age range was 13–26,
1
 and the average 

                                                 
1
 Although the target population was up to age 18, some older clients were also referred, because the 

services needed to find a solution for them. 



 

iii 

age was 18. A high percentage (41%) were from single-parent families,
2
 and a fifth were from 

families in which the head of household was not working. An examination of the main 

occupation of the adolescents revealed that of those up to age 18 (inclusive): 78% were in 

school,
3
 2% were studying in alternative frameworks, 17% were working, and 3% were neither 

working nor studying. The percentage of disengaged young adults (age 19+) was four times 

greater than among those aged 13-18 (12% were neither working nor studying). In this age group, 

39% were studying, 4% were in alternative study frameworks, 35% were working and 10% were 

waiting to be called up for military service. 

 

Main problematic areas: The reports by staff at the referring services revealed that the main 

difficulties were relationships with parents (62%), scholastic performance (56%) and emotional 

difficulties (53%). There were reports of involvement in criminal offenses for 37% of the 

adolescents. 

 

Referring agencies: Thirty-two percent were referred to the program by the JPS, 23% were 

referred by other social services, 21% by the school (guidance counselor or truancy officer), 12% 

by the Youth at Risk Advancement Section, 7% by other ELEM projects, and 5% by hostels and 

out-of-home settings. 

 

The Mentors 
Personal and family characteristics: About half of the mentors (52%) were men and most (83%) 

were born in Israel. Over 40% were in the 36-69 years age bracket (the average age was 37). This 

is in keeping with the program policy of recruiting more mature mentors, who, according to the 

staff, are better at developing meaningful relationships with the adolescents. 

 

Employment and studies: Over half the mentors (56%) reported that they had a master's degree 

or PhD and 36% were students at the time of the survey. Altogether, 89% were working, most of 

them (73%) in full-time jobs. This finding is in line both with the literature, which notes that 

volunteerism is more prevalent among the educated and those with a higher income and 

employment status (Pearce, 1993),
4
 and with the perception of the program director, who 

endeavors to recruit mentors who are working and can serve as a role model for the youth. 

 

Background and motivation: The background data reveal that the mentors had a rich history of 

voluntarism: Over half of them had experience as volunteers and 48% had experience of paid or 

voluntary work with youth. The main motive for volunteering was found to be the ethical motive 

of helping others. 

                                                 
2
 For comparison, 8.5% of children aged 0-18 in Israel are from single-parent families (Ben-Arieh, A.; 

Zionit, Y.; Kimchi, M. (eds.) 2009. Children in Israel – An Annual Statistical Abstract 2009. National 

Council for the Child, Jerusalem [Hebrew]). 
3
 This includes frameworks that combine vocational training with work.  

4
 Pearce, J.L. 1993. Volunteers: The Organizational Behavior of Unpaid Workers. Routledge, London. 
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PPrrooggrraamm  SSttaaffff    
Implementation of the project is the responsibility of the program director and the local 

coordinators. The main role of the director is to support the work of the coordinators through 

individual and group counseling and she is responsible for developing professional tools. The 

work of the coordinators focuses on working with the mentors and they are responsible for 

contact with staff at the referring services (half-time position). In the second stage of the data 

collection, their remit had been broadened to include responsibility for the integration of 

participants into employment (which had been on a more limited scale in the first stage). To 

facilitate this development, an additional 25% position was allocated in the larger localities and 

some localities recruited an additional coordinator or volunteer for these duties.   

PPrrooggrraamm  TTrraacckkss  
An examination of the distribution of the adolescents in the study by track revealed that most 

were in the mentoring tracks (personal mentoring – 71%, personal mentoring at work – 13%). 

Only few were in the integration into employment track (9%). We did not examine the 

distribution in the second stage of the data collection, but an increase in the number of 

adolescents in the integration into employment track was reported.    

 

The following descriptions of the mentoring and employment tracks include the patterns of 

activity, satisfaction, benefits and difficulties encountered in each. 

 

Mentoring Tracks – Main Issues 

aa..  IInndduuccttiioonn  aanndd  SSuuppeerrvviissiioonn  ooff  tthhee  MMeennttoorrss  

Implementation of the mentoring tracks involves the recruitment and induction of mentors, as 

well as training and guidance before and during their work with the adolescents. The work with 

the mentors is conducted mainly by the local coordinators. The services that refer youth to the 

program also play an important role in supporting the mentors, which they perform in 

cooperation with the local coordinators. 

 

Induction: The induction process has three stages: 1. Interview: 97% of the mentors reported that 

they had been interviewed by a representative of the program; 2. Preliminary training: Two 

meetings, which were attended by 86% of the mentors. The contents are compiled at the local 

level, based on general directives from head office; 3. Pairing each mentor with an adolescent: 

This is conducted by the coordinator with a representative from the service, according to basic 

criteria such as gender (efforts are made to ensure that the mentor and adolescent are of the same 

sex) and personal characteristics (temperament, areas of interest and place of residence).  

 

Patterns of ongoing training, monitoring and support of the mentors: The training and support 

of the mentors includes group meetings and individual counseling. In some cases, staff members 

from the referring services participate in the group meetings as well and take part in the training. 

According to the program staff and representatives of the referring services, one of the program's 

strengths is the support and supervision of the mentors throughout the mentoring process, which 
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distinguishes it from other mentoring programs. However, in the first stage of the evaluation, it 

was found that the group meetings did not take place regularly and that only about half of the 

mentors participated in all of them. (The situation had changed by the second stage of the 

evaluation, as described below.) As for individual counseling, almost all the mentors reported that 

they were given counseling from the coordinators, but only about half of them had supervision 

from the referring service. The guidance from the coordinators included advice and support, and 

updates on what happened during the mentoring, either at meetings or by phone or a summary 

report of meetings.  

 

During the first stage of data collection, we found that the local coordinators were having 

difficulty implementing the mechanisms to support and monitor the mentors' work with the 

adolescents. The reason for this was that they perceived mentoring as a voluntary activity without 

obligations, as a result of which they found it hard to insist that the mentors come to meetings or 

complete follow-up forms.  

 

At the end of the first stage of data collection, a meeting was held with the program director and 

the director of Employment and Community at ELEM, at which they were given feedback on the 

strengths and weaknesses found in the evaluation. Among the problematic areas were the 

difficulties caused by the lack of structured follow-up and support practices. As a result, the 

directors set themselves the goal of changing the situation. In the second stage of data collection, 

we found that they had indeed begun to consolidate the monitoring and guidance of mentors and 

it was reported that the coordinators had been given training to change their perception of 

volunteerism to include duties and obligations. The program staff reported that they were 

meticulously holding monthly counseling meetings, and that it had become mandatory for the 

mentors to attend. It was also reported that it had been decided to standardize the follow up by 

means of a summary report of the meeting.
5
 

 

Satisfaction of the mentors with the induction and supervision: The mentors reported a high 

degree of satisfaction with the induction, training and supervision process and the contribution 

that the group meetings made to their work (85%-95%). A high level of satisfaction was also 

reported with the availability of the coordinator and with his support and assistance in 

consultations on ways of working and coping (over 87%). In contrast, only about half of the 

mentors were satisfied with the assistance received from staff at the services. 

 

bb..  PPaatttteerrnnss  ooff  MMeennttoorriinngg  AAccttiivviittiieess  

The mentors' questionnaire examined the format of the mentoring and the patterns of activities. 

Three-quarters of the mentors reported working with one adolescent and about a third reported 

that they had known him/her for a year or more. In most cases, the mentoring took the form of a 

                                                 
5
 The report is a structured document with an open questionnaire about topics brought up at the meetings 

and thoughts for the next meeting, as well as topics on which the mentor would like to consult with the 

coordinator. 



 

vi 

2-hour meeting (on average) once a week and 58% of the mentors reported additional contact by 

phone or e-mail.  

 

The most popular locations for the meetings, which were selected from a list of possible places, 

were: public places (a park or street, 61%), cafés (58%), the adolescent's place of residence 

(47%). Three key activities, which the mentors reported took place at the meetings "frequently" 

or "always," were: discussion of various topics (85%), having something to eat (73%) and 

tabletop or computer games (37%).  

 

The adolescents reported that the discussions with the mentors were characterized by great 

openness and they considered them decisive in providing concrete assistance, guidance and 

advice. 

 

Activities and topics of discussion about employment: This area of activity, which is one of the 

main goals of the program, was analyzed separately, in order to examine how it is reflected in the 

mentoring tracks. It was found that the topic of employment was brought up very frequently 

("frequently" or "always") in the discussions: 86% of the mentors reported that they discussed 

future plans for employment and about half of them reported that they shared their experiences of 

the working world with the adolescents. About two-thirds of the working adolescents reported 

that the mentors discussed working norms with them and helped them to cope with difficulties 

that arose at work. 

 

cc..  DDiiffffiiccuullttiieess  iinn  tthhee  MMeennttoorriinngg  PPrroocceessss  

The questionnaire to the mentors included a list of difficulties that they were liable to encounter 

during the mentoring process and they were asked to rate each item by the level of difficulty. In 

the analysis, the difficulties were grouped into four categories. The mentors reported difficulties 

of finding a suitable match for the adolescents, e.g., due to cultural differences (36%); 

functioning difficulties of the adolescents regarding the mentoring, e.g., lack of cooperation or 

motivation (27%); physical difficulties, such as finding a place to meet (21%); and their own 

difficulties in interacting with the adolescents (8%). In interview, the adolescents reported little 

about difficulties in their relationships with the mentors. Those who did so noted a general 

difficulty in establishing contact and trust with a new person and of their fear of separation. 

 

dd..  SSaattiissffaaccttiioonn  wwiitthh  tthhee  MMeennttoorriinngg  TTrraacckk  

The mentors were asked about their satisfaction with various aspects of their volunteering. To 

analyze the data, statements of satisfaction were grouped together for an analysis of summary 

measures. The findings indicate a high level of satisfaction with the following: the format and 

goals of the program (89%); the sense of the challenge and independence of the mentors in the 

program (81%); and the sense of usefulness to the adolescents (74%). 

 

The adolescents were also satisfied with the mentoring, noting the openness, acceptance, 

consideration and support they were given by the mentors. They also expressed satisfaction with 
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the trust and egalitarian relationship that developed between them and the mentors, as well as the 

help they were given in various aspects of life. 

 

ee..  PPeerrcceeiivveedd  BBeenneeffiittss  

Perceived benefits for the youth: The adolescents and the other sources of information were 

asked to consider how they perceived the contribution of the mentoring. Some of the benefits 

indicated a change in the lives and status of the adolescents, but no direct, clear-cut link can be 

attributed to the program, since other factors could have contributed to the change, such as the 

input of other services working with the adolescents and even the effects of puberty over time. 

 Support: This benefit, which is consistent with the program goals, was reported by 

adolescents as well as mentors, coordinators and representatives of the referring services, as 

one of the key contributions of the program. 

 Improved self-image and self-respect: About two-thirds of the mentors reported an 

improvement in the self-image of the adolescents. This was noted as a key issue by the 

program coordinators and representatives of the services, who attributed the improvement to 

positive experience and the sense of success that the adolescents had achieved in the 

mentoring. 

 An improvement in the lives of the adolescents: The adolescents reported that they received 

assistance from the mentors in a range of areas, including studies and work, which 

improved their lives and helped them cope with difficulties they were experiencing. The 

mentors were also asked to report on aspects discussed about improving the lives of the 

adolescents. About half of the mentors noted an improvement in interpersonal relations and 

a quarter reported improved behavior and scholastic performance. About a quarter of the 

mentors reported that the program had contributed to the reduction (and even elimination) 

of risk behaviors, such as delinquency, drug abuse, smoking and consumption of alcohol. 

Some of the adolescents noted that they program had "put them back on the straight and 

narrow," thanks to their contact with the mentors. 

 

Benefits for the mentors: The mentors were asked to select up to 3 benefits from a list set out in 

the questionnaire. Most of them (70%–80%) reported a sense of satisfaction from helping others. 

They also noted social benefits: reducing the social gap in Israeli society (43%) and contributing 

to an understanding of the way of life of others (30%). 

 

Employment Track – Main Issues 

aa..  CChhaannggeess  aanndd  DDeevveellooppmmeennttss  iinn  tthhee  EEmmppllooyymmeenntt  TTrraacckk  

Between the first and second stages of data collection, there were changes in the employment 

track of the program, reflected in its becoming emphasized as one of the key goals of the program 

and in the further development and structuring of this track. The changes that took place included 

directives to the services to refer adolescents capable of integrating into employment according to 

the Youth Law (i.e., those who had dropped out of school aged 16+). Adolescents were also 

given the possibility of being integrated into employment without mentoring, chiefly those in the 
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Youth at Risk Advancement Section (the program pledged to the service that it would integrate 

150 adolescents in work). In order not to completely abandon the process of preliminary 

preparation, it was decided that these adolescents would attend 3 group meetings facilitated by 

the local coordinator to prepare them for work. Quantitative objectives were also set: one-third of 

the adolescents to be integrated in work and approximately half of them to attend meetings to 

prepare them for the working world. 

 

Note that in the personal mentoring track, the theme of employment was incorporated as a 

compulsory topic of discussion between the adolescents and their mentors. In order to provide the 

coordinators and mentors with the information they needed to discuss the topic with the 

adolescents, it was decided to add contents about employment to the training and to provide 

guidance to the local coordinators and the mentors at the monthly meetings. 

 

bb..  IInntteeggrraattiioonn  aatt  WWoorrkk  TTrraacckk  

DDiissttrriibbuuttiioonn  ooff  tthhee  PPrrooggrraamm  

The adolescents in this track were integrated into places of work where the directors had 

expressed willingness to be involved in the program and provide support and supervision. During 

the first stage of data collection, this track was being implemented in 5 localities, with the 

participation of 21 adolescents. In the second stage, we did not make a quantitative check of the 

number of adolescents integrated, but according to the program director, 12 national chains (e.g., 

branches of cafés/food outlets, customer service centers, etc.) and 25 local businesses (factories, 

stores, gardening and computer companies, etc.) were active in the program, and some 60 

adolescents from all the localities participating in the program were working. The information 

below was obtained in interviews with the employers and the adolescents who were working. 

 

RReeccrruuiittmmeenntt,,  PPrreeppaarraattiioonn  aanndd  SSuuppeerrvviissiioonn  ooff  tthhee  EEmmppllooyyeerrss  

Employers are recruited to the program through the head office of ELEM (in the case of retail 

chains or large businesses) or by the local coordinator (in the case of small, local businesses). The 

employers whom we interviewed noted a number of key reasons for joining the program: 

contributing to the community and assisting the population of youth at risk, personal gratification, 

and company policy to be involved in social projects. Some employers – primarily the small 

companies – reported that they had some doubts about joining the program due to their concern 

about the characteristics of youth at risk. 

 

The process of preparing the employers for the program includes providing general information 

about the program and the adolescents who will be working for them. The interviews with the 

employers revealed satisfaction with the preparation but some expressed a wish for additional 

information about the nature of the adolescents and aspects of their personalities that could help 

their integration at work. As well as preparing the employers, the local coordinators are also 

responsible for contact with them (by telephone) to update themselves about the adolescents' 

performance at work and difficulties that have arisen. The employers expressed satisfaction with 

the patterns of contact with the coordinators and the work they do. However, the coordinators 
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reported having difficulty getting the employers to establish structured and binding patterns of 

work and maintaining regular contact for updates, because they felt that the employers were busy 

people and were worried about disturbing them. 

 

SSuuppeerrvviissiioonn//SSuuppppoorrtt  ooff  tthhee  AAddoolleesscceennttss  aatt  tthheeiirr  WWoorrkkppllaaccee  

The adolescents reported on the assistance the employers gave them with their initial introduction 

(welcome and explanation about the job) and the personal relationship that developed between 

them and their coworkers. However, most noted that the workplace did not appoint a particular 

person to look after them. The interviews with the employers also revealed that the supervision 

practices were not structured, and ranged from regular employer-employee relations, including 

work-related issues (clocking-in, problem solving, etc.) to more comprehensive relations that 

included other aspects of life outside of work. 

 

SSaattiissffaaccttiioonn  wwiitthh  tthhee  PPeerrffoorrmmaannccee  ooff  tthhee  AAddoolleesscceennttss  aatt  WWoorrkk  aanndd  DDiiffffiiccuullttiieess  EEnnccoouunntteerreedd  

The employers expressed satisfaction with the performance of the adolescents and praised the 

high level of ability they had shown and their ability to settle into their work. It was reported that 

they showed themselves to be serious, responsible and motivated and scored good achievements 

at work. It was also noted that they met the demands and most came regularly to work – a trend 

that was found to be constantly improving.  

 

Along with the satisfaction, most of the employers reported difficulties and even cases where the 

adolescents were dismissed or quit, after explanatory talks and warnings had failed to improve 

their performance However, it was reported that most of these instances occurred in the early 

stages and in time the performance of those who remained improved. One of the difficulties noted 

by the employers was the lack of work norms, e.g., absenteeism, lateness and a disheveled 

appearance. The employers also noted problematic interpersonal relations, reflected in difficulty 

getting along with new people and becoming part of a team. The adolescents, for their part, noted 

the difficulty of coping with the high turnover of workers typical of some places of work (e.g., 

cafés) and the difficulty of getting along with coworkers due to differences of age, mother tongue 

and ethic/national origin. The adolescents also noted difficulty coping with their lack of 

experience in the area of employment and the frustration that sometimes goes with learning 

something new. Incidents of personal difficulties and a lack of understanding and consideration 

on the part of the workplace were also reported. 

 

DDiiffffiiccuullttiieess  IImmpplleemmeennttiinngg  tthhee  IInntteeggrraattiioonn  iinnttoo  EEmmppllooyymmeenntt  TTrraacckk  

The many changes that have taken place in the area of employment placed heavy responsibility 

for the success of this track on the shoulders of the coordinators – responsibility for which they 

were not given adequate guidance or the time to carry out all their various duties. The 

coordinators noted 2 key difficulties in this context: at first, they claimed, they were instructed by 

the head office to integrate the youth into employment, but were given no explanation for the 

rationale for doing so, which made it hard to carry out the instructions. Another difficulty was the 

way that the head office decided to measure the success of the program in meeting objectives in 
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the field. The coordinators noted that the head office paid greater attention to achieving 

quantitative outcomes (the number of adolescents integrated into employment) than to the 

processes that the adolescents went through before starting work (e.g., introductory meetings to 

the working world, work interviews), despite the fact that great efforts were invested in these 

processes, even when, in the end, some of the adolescents did not manage to find work.  

 

BBeenneeffiittss  ooff  tthhee  PPrrooggrraamm  iinn  tthhee  AArreeaa  ooff  EEmmppllooyymmeenntt  

Benefits for the adolescents: The various sources of information indicated several key benefits: 

 Opportunity to earn wages and learn a skill (e.g., customer service) 

 Acquisition of life skills (e.g., patience and communication skills) 

 Support and supervision at the workplace and assistance in staying in a job for an extended 

period. 

 

Benefits for the employers and places of work: The local coordinators and employers reported 

that employing youth at risk contributed to the public image and reputation of the company. They 

also reported the practical benefit of additional manpower. Other benefits noted by the employers 

included stronger ties with municipal agencies, which responded to requests from the businesses 

thanks to their social involvement in the community, and teambuilding of the employees who 

mobilized to help integrate the youth at work. 

RReellaattiioonnsshhiipp  bbeettwweeeenn  tthhee  PPrrooggrraamm  aanndd  tthhee  SSeerrvviiccee  
As noted, the local coordinators and professionals at the local services work together and 

cooperate on various components of the program. Representatives of the referring services 

reported that they had good relations and open, professional communication with the local 

coordinators. They also reported that the program had 2 main benefits for the services: the 

mentoring and integration into employment supplemented the care that the adolescents were 

receiving from the service; through the mentors, the program gave them an additional source of 

information about the status of the adolescents. 

 

Along with the satisfaction and the benefits of the program, several difficulties were noted, which 

stemmed from the absence of structured policy on the division of responsibility between the 

coordinators and referring service. The coordinators claimed that the service staff did not take 

enough responsibility for the adolescents and that, once they were integrated into work, they left 

them to their own devices. The service staff expressed the need for the coordinators to take 

greater responsibility and initiative in referring to them and keeping in touch, given the heavy 

workload at the services. In the absence of clear standards and agreed expectations about working 

together, the success of the relationship with the services had become a matter of personalities 

and it was dependent upon the nature of the rapport between the service provider and the 

coordinator. Another difficulty reported had to do with the conflict between the interest of the 

services to integrate the youth into employment and the wish of the coordinators to use mentoring 

as a platform for employment. The coordinators note that ever since it was decided to have 
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"preparatory meetings for work" as an alternative to mentoring, some of the services had an 

interest in bypassing the mentoring and integrating the youth in employment without it. The 

coordinators reported that there was a need to agree with the services on expectations as to the 

goals of the integration at work, clarifying that integration at work is not a goal in itself, but 

rather a means of rehabilitation, and to explain the importance of preliminary activities such as 

mentoring or preparatory meetings.  

 

Note that the literature on programs that integrate youth at risk into employment concludes that 

personal supervision is intended to be an integral part of the programs and that the inclusion of a 

mentor or role model is extremely useful and crucial to the achievement of positive outcomes in 

terms of integration and retention at work and the acquisition of the ability to earn a living.
6
 

PPrrooggrraammmmaattiicc  DDiirreeccttiioonnss  
Several issues that emerged in the first stage of the evaluation were discussed with the program 

staff and members of the steering committee and, in the second stage of data collection (in 2010), 

we found that a number of them had been addressed. For example, the work procedures for the 

local coordinators with the mentors had been consolidated and assimilated. In the second stage of 

the evaluation, we found that the employment component – which, in the first stage, we 

recommended be developed and expanded – was in the process of development and changes had 

already been introduced, mainly regarding the setting of quantitative objectives, developing 

meetings to prepare participants for starting work, and guidance for the mentors on how to 

include the subject in the mentoring meetings. 

 

The findings from the second stage indicate that several issues have not been addressed 

adequately and further thought should be given to them: 

 Formalizing the referring service's involvement in the mentoring process and integration 

into employment: It is essential for the mentors and adolescents to be in contact with the 

referring services, since the services are the main agency working with the adolescents and 

the professional agency entrusted with guiding the mentors or employers when it comes to 

finding solutions and advising on difficulties arising with the adolescents. It is therefore 

necessary to find ways of formalizing the involvement of representatives of the referring 

services in the process of supervising and supporting the mentors and employers as well as 

the adolescents who are starting work. 

 Structuring the process of assimilating the employment track: The expansion and 

development of the integration into employment track in the previous year necessitates the 

formulation of a work theory, rather than simply learning "on the job." Several key aspects 

of assimilation need to be considered: 

− Providing the coordinators with training and tools: The findings reveal the need for 

a more structured training program for coordinators about the fundamental nature of 

                                                 
6
 Jekielek, S.; Moore K.A.; Hair, E.C.; and Scarupa, H.J. 2002. Mentoring: A Promising Strategy for 

Youth Development. Child Trends, Washington, DC. 
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their role, which would provide them with information and background about 

integrating adolescents into the working world and programs that do this. Note that in 

recent years, the subject of preparation for the working world has become a very 

popular topic among those working with adolescents and young people in Israel and 

abroad and much can be learned from the literature
7
 and experience in the field. 

− Improving support and working conditions for the coordinators: The findings reveal 

the need for the coordinators to be more involved in the implementation in the field of 

decisions made at head office, bearing in mind the difficulties they noted about the 

implementation of head office decisions.  

− Thinking about ways of measuring the success of integration into employment 

(outcome vs. process): Quantitative measures should not be the only consideration 

when measuring the success of integration into employment. The process that the 

adolescents go through before they are integrated should also be taken into account, 

even if they are not eventually integrated into work.  

− Building a process to supervise the adolescents in their place of work: It is necessary 

to professionalize the process of supervising the adolescents at work and to select 

someone to do so; to create clear standards and a format for the supervision; and to 

monitor the process. 

− Professionalization of the patterns of work between the coordinators and the 

employers: Clear standards must be developed for the connection between the 

coordinators and employers, in both the induction and the supervision stages. 

 Positioning the mentoring in the integration into employment track: There is a need to 

find ways of maintaining the mentoring during the process of integration, rather than opt for 

the current possibility of integrating the adolescents into work without the mentoring. This 

is because it is one of the distinguishing qualities and strong points of the program, as 

expressed in the age of the mentors and the extensive support and monitoring they provide, 

making it possible to monitor the adolescents individually and be more alert during their 

integration into employment. Finally, since mentoring is recommended in the literature, 

where it has been found to be a contributory factor to the successful induction and 

integration into work for adolescents, there is evidently a need to continue to market the 

track combined with the mentoring process. 

 

The study findings have been presented to the program staff and members of the steering 

committee. This has contributed to improved work procedures and the enhancement of the 

service provided to the participants. 

  

                                                 
7
 See Kahan-Strawczynski, P.; Yurovich, L.; (with Hoffman, G.). 2009. School-to-Work: Transition and 

Employment Programs for Youth and Young Adults at Risk in the U.S. and Other OECD Countries: 

Review of the Literature. RR-521-09 (Hebrew). 
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