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“Learning organisations are possible because, deep down, we are all learners. Learning organisations are possible
because not only is it our nature to learn, but we love to learn. Most of us at one time or another have been part of a
great ‘team’, a group of people who functioned together in an extraordinary way. The team that became great didn’t
start off great—it learned how to produce extraordinary results.

...This then, is the basic meaning of a ‘learning organisation’—an organisation that is continually expanding its ca-
pacity to create its future.”

Peter Senge. The Fifth Discipline (1998)
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Introduction

This publication contains the basic guidelines for establishing a Model for Basic Social Services
in the city of Barcelona. The aim of this model is to provide a response to new social realities
and to the new legislation governing social services that we have begun to implement during
the current mandate. However, the text you hold in your hands should not be considered as ex-
haustive, definitive, nor to reflect a finished, closed design; rather, it seeks to provide a stimulus
to encourage collective thought and debate, as well as to guide later processes of development
and in-depth consideration with regard to each of the interrelated areas that form our subject of
attention. Consequently, this publication should be seen as an open proposal, in terms both of
its analytical dimension and the operation and implementation of the model we propose.

Moreover, we adopt a broad, systemic approach to establishing this model, taking into account
the complexity generated by the confluence of many different intervening variables (legislative,
conceptual and ideological, organisational, technical and methodological, relational, environ-
mental, etc). During this first stage in establishing the future model for territorially-based Social
Action, we feel that the priority should be on forming an overall vision, leaving a more detailed
description for later stages in the process.

We also believe that it is necessary to stress the living, always provisional nature of any refe-
rence model. In this respect, we should not like the process of developing and introducing the
Model for Basic Social Services we propose as a simple, linear transition from the present model
to the one we consider desirable. We start out from the premise that the implementation process
we propose should be, necessarily, a living, dynamic, flexible and participatory process. For this
reason, by no means do we discard the possibility that the ideal model we initially describe may
be modified in some way even during the process of putting it into operation.

All this goes to justify and explain the preliminary and provisional nature of this publication,
which we intend to update and expand when, in a year’s time, we will also be able to take into
account assessments of results from the initiatives launched at the experimental social service
centres planned to open this autumn. This later review will also benefit from the results obtai-
ned from all the projects generated over the coming months as part of the process of developing
leadership by social service centre management teams as they adapt to the changes required by
the new Model for Basic Social Services.

Moreover, as we shall have the chance to reiterate later, we should like to stress that the pro-
posal we present here is the fruit of all the capital, in terms of knowledge and experience, that
we have accumulated from other, earlier initiatives. We should also mention those who helped
with the process of formulating the Model for Basic Social Services: the different departments
that provide support to the Social Action and Citizenship structure; the human resources and
organisational management teams; and the management team at Barcelona City Council 's Or-
ganisation and Information Systems department.




Finally, we should note that the various draft versions of the document which served as the
basis for drawing up this publication were submitted to review, discussion and input from local
authority workers engaged in the field of social action in the city, and who brought different
perspectives to the process, due to their different professional roles and levels of responsibility.
Moreover, four people, recognised authorities in the field of social services, also contributed
their points of view as outside experts: Teresa Aragonés, Fernando Fantova, Xavier Pelegri and
Gloria Rubiol. We should like to thank them all for their involvement and cooperation in helping
to improve our work.

We should also like to thank Guy Giménez for his outside support and commitment. As an expert
consultant in change management processes, Guy is currently assisting us at the present stage
of operational development and introduction of the model. Above all, our heart-felt thanks and
sincere acknowledgement go out to all those, too numerous to name here, who are the real pro-
tagonists of this project, those who, day after day, on the front line, make it possible to provide
basic social services in Barcelona.

A Time of Crossroads,

Challenges and Horizons for Social Services

Much of the significance and many of the
identifying signs in any project or initiative ai-
med at implementing changes are taken from
the context in which the initiative is born and
developed, the environment in which it is
shaped and which helps to shape it. To speak
of the Model for Basic Social Services in Bar-
celona becomes particularly motivating if we
do so from the point along the path at which
we stand today. Here, our way is covered by
many footprints, those that have brought us
here. But there are also many forks in the

path, crossroads which indicate countless
challenges and horizons. All these challen-
ges invite us to rethink our social services
in depth, in order to give them a new sense
and meaning. That is why it is so essential to
explore the past in order to understand the
present and, above all, to plan for the future,
reaffirming our conviction in everything that
is still possible and that needs to be done in
order to secure Social Services a key role in
building a fairer, more caring and inclusive
society.



This need to rethink Social Services is driven,
principally, by new realities and social phe-
nomena. The many effects generated by the-
se include the emergence of ever-more plu-
ral, complex and changing social needs and
demands and a substantial increase in the
importance of factors that lead to social vul-

nerability. In order to intervene appropriately
and effectively in society today it is indispen-
sable, using all the learning and experience
acquired over the years, to advance towards
establishing and consolidating a new genera-
tion of social services based on:

opportunities.

= Proactive dynamics for social care.

innovation.

= A model that focuses on people and on their capacity for self-determination
and to take part in processes for the provision/production of services.

= The value of personal self-reliance and social links as factors for generating life

= Recognition of diversity and guarantees of personalised response.
= Adaptable, multi-purpose programmes and services.

= Networking based on transversal and integral approaches.

= The capacity for experimentation and the option for creativity and permanent

= Professional retraining (specialist and refresher) of human capital.

In this frame, as already demonstrated by
paradigmatic experiences aimed in this di-
rection in the city of Barcelona, the contri-
butions of the local sphere play a major role.
Rather than in great speeches, noble decla-
rations of intent and great overall plans and
strategies, it is in the specific framework of
the towns, at first-hand, where social services
have a face, gestures, gazes, their own voice,
and are aimed at citizens with first names

and surnames, with a singular history that is
built up day by day in the rich time and spa-
ce of everyday life and the relational networ-
ks that form them. From this point of view,
local social services give us a vision that is
full of possibilities for action and analysis.
Or—what amounts to the same thing—they
suggest another way of understanding and
imagining social action policies within a fra-
mework of collective commitment.

With Ambition, Feasibility and Strategy

In line with the philosophy behind this appro-
ach, Barcelona City Council takes up the cha-
llenge of playing the leading role which the
local administration is called on to provide
at this stage of social service reform. And
the local authority responds to this challenge
with decision and commitment, proactively
and creatively engaging in the enterprise with
the ambition that is always necessary to build
future scenarios during times of large-scale
change. All this, to further the goal of crea-
ting a new vision of what we want our city’s
social services to be in the coming years.

Certainly, this enterprise must be undertaken
with ambition, but also with a deep concern
for feasibility and a view to strategic positio-
ning. Such concerns advise us to be prudent,
carefully sketching a route map along which
we can experiment, generating intermediate
scenarios that will bring us, slowly but su-
rely, towards the desired future situation. At
the same time, our action is guided by a res-

ponsible awareness of the risks that anyone
straying onto paths that have either never
been trodden before or have been taken little
must necessarily run, and by the firm desire
to share our experience with other cities and
towns and to contribute, together with them,
to generating new debates and new social
practices.

Initially, then, we have before us a situation
that offers a series of historic opportunities
to respond to many of the issues that have
formed the backdrop to much of the still-
young history of social services in our coun-
try. However, we need the skills to manage
these opportunities strategically and creati-
vely, seeking real and profound changes in
the model adopted to guide the role of Social
Services in the context of the different social
realities that form, like a patchwork of diffe-
rent colours and textures, the city of Barce-
lona, a city built by, for and with the people.




The Model for Basic Social Services:

a Two-dimensional Map

Nothing more useful and strategic for starting
out on a route and ensuring as far as possible
a safe arrival than to draw a map. And that is
exactly what the Model for Basic Social Ser-
vices in Barcelona provides: a map, though
still traced out rather roughly, in which we
describe and define the territorial social ac-
tion that our local authority seeks to provide,
and how we feel we need to advance in order
to make this possible. The map, which takes
the form of a complex strategic project, has
two clear dimensions: firstly, a qualitative di-
mension, which is linked to the ideological,
technical and organisational sphere (or—
what is the same thing—the dimension of
human capital, values, practice, how we re-
late to citizens and other stakeholders in the
area of social action, how we organise and
interact within our own institution, etc); and,
secondly, a quantitative dimension, one fo-
cused on the means and resources necessary

to make the introduction of the new social
services system feasible.

This publication, then, contains a summari-
sed description of the key factors that go to
define the first dimension of our project: the
qualitative dimension, as we consider this
to be the most decisive and, probably, that
which will generate the most serious challen-
ges. Only through changing our organisational
and professional culture, in a process invol-
ving all concerned, one that requires much
to be learned and much to be unlearned, can
we make it possible to achieve success in the
pursuit of transformation and improvement
that we propose to undertake. Later, we shall
also briefly describe the different means and
resources, duly quantified, that will be provi-
ded to give coverage and support to this am-
bitious initiative.

The Starting Point: The General Framework
for Action and Ideological Model

Thinking about our coordinates on the map
and our starting-point as we embark on the
task of designing and developing the propo-
sed Model for Basic Social Services helps
us to realise that we are not starting from
scratch. The plan we seek to introduce is the
heir, drinking directly from this source, of all
the work, experience and know-how accumu-
lated over the years by many people in our
organisation, and our partners, whose long-
standing dedication and commitment have
made it possible for us to reach the position
we occupy today, ready to undertake this
great historic challenge to Social Services.

Testimony to all this is provided by the inva-
luable contribution made over the years by
a number of initiatives whose common de-
nominator is the fact that they were all im-
plemented thanks to the participation and
commitment of many different municipal
stakeholders linked to Local Social Action
through different positions within the orga-
nisation and different professional roles. The
initiatives we refer to are: the Municipal Pri-
mary Care Plan (1994); the White Paper on
Primary Care Social Services (2003); and,
finally, the Strategy for Permanent Improve-
ment of Primary Care Social Services, drawn

up and implemented during the previous le-
gislature (2003-2007). Besides taking into
account this retrospective vision, it is also
important to remember that, here and now,
we are working to create future conditions
that will enable us to continue advancing
and to ensure that we provide quality social
services that meet demands in years to come.

Moreover, before we begin our description of
the Model for Basic Social Services as such,
we should also remember that this initiative
should be placed within the broader frame
of the Strategy to Improve Social Action in
Barcelona. From the viewpoint of the sha-
pe the Social Services System will take as a
whole, the models for action, strategies and
processes for change and improvement con-
tained in this plan also involve the Speciali-
sed Social Services. The strategic objective
behind the plan is to design and introduce a
well-structured global system of social care
itineraries in Barcelona, a system in which
individuals and families, in all their diversity,
form the core, and interactions, inter-depen-
dencies and synergies between the different
stakeholders that form part of the care net-
work provide the main strategic factor.




New social realities and demands

New legal framework for Social Services

v v

STRATEGIC PLAN TO IMPROVE SOCIAL ASSISTANCE

Basic Social Services < >

Specialised Social Services

v
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Global system of social assistance itineraries

We are speaking, therefore, of a model for social action that takes the following as its main
guidelines:

= A holistic vision of the individual, and a conception of the individual as the active
protagonist of their own destiny (autonomy/empowerment).

= A positive outlook based on people’s capacities, the life opportunities in their
environment (existing and/or potential) and socio-educational guidance as the basic
strategy within social assistance processes.

= An ecological perspective that sees people in constant interaction with their
environment (psychosocial approach) and the importance of social networks and
the provision of a structure for the different social support systems and stakeholders
involved within the framework of the community.

= Recognition of social dynamism, diversity and complexity, which requires us
to permanently rethink the strategies and methodologies for social intervention.

= Emphasis on local responses and the central role played by community practices
as the driving force behind social transformation.

= The option for a proactive focus for social action, and for preventive practices.

= Support for families, as a key factor in guiding social action, and the life cycle,
as providing the structure and organisational frame for the different social assistance
itineraries.

The Context of Intervention by the Basic Social

Services as a Source of Opportunities
for Advancing Towards Ecological Social Action

The technical and organisational model that emphasis on all elements of opportunity ge-

we have designed, besides including the de- nerated by locally-based social action when it
finition and functions assigned at this level of is actively and decisively rooted in the com-
assistance by the current Law on Social Ser- munity environment in which it operates.

vices in Catalonia, also places considerable

CHARACTERISTIC FEATURES OF BASIC SOCIAL SERVICES

Law 12/2007, of October 11, on Social Services (Art. 16)

= The backbone, with Specialised Social Services, of the public social services system.

= The first tier in the public social services system and a guarantee of greater proximity
to users and to family and social spheres.

= Territorial organisation and provision of multidisciplinary teams.

= Adaptable, community-based and preventive in nature, promoting people’s self-
reliance.

= Responses in the sphere of co-existence and in relation to beneficiaries of services.

DEFINITION

An organised and coordinated body of professional measures carried out by a
multidisciplinary team that, through proximity and the provision of specific services and
the use of resources from the community environment itself, contributes to personal
self-reliance and community development.

Basic social services provide support in different ways, aimed at covering basic needs
or helping to achieve the personal goals that individuals set themselves, particularly
people lacking in integration or self-reliance, with the objective of strengthening social
and relational ties.




FUNCTIONS OF BASIC SOCIAL SERVICES We are whole-heartedly committed to en- tunity associated with the context of inter-

. . couraging and coordinating the local social vention by basic social services. In this line,

Law 12/2007, of October 11, on Social Services (Art. 17) networks that Social Service Centres (SSCs) we should emphasise, amongst others, the

a) To detect situations of personal, family and community need. establish, and to helping to create the politi- following factors, which represent strengths
cal, organisational and technical conditions in basic social services:

b) To provide information, guidance and advice to people with regard to legal rights

) o needed to maximise the elements of oppor-
and social provisions.

c) To make social, socio-educational and socio-vocational assessments and studies. . . o
= Greater capacity to contextualise and understand complex social situations that are

d) To propose, establish and review the individual programme for assistance in cases subject to constant, rapid change.

of dependency. . ) .
= More global vision of the problems that actually or potentially affect the population

e) To implement preventive measures, social or socio-educational treatments and in a territory.
any other interventions necessary in situations of social need, and to assess such

= Greater understanding and better use of natural social resources generated by the
measures.

community environment itself.

f) To intervene in family or household units in situations of social risk. o L . . .
= Possibility of combining, in a single planning framework, different approaches that

g) To promote community projects and transversal programmes. involve various levels of social intervention and assistance strategies, as well as

h) To provide home assistance, remote assistance and support services for family and different social stakeholders.

household units. = Privileged position to implement preventive, normalising and integrating—in short,

. . . . . . . . . . more ecological—actions.
i) To provide non-residential socio-educational intervention services for children and g

young people.

j) To guide access to specialised services.

k) To promote measures for social, vocational and educational inclusion.
I) To manage the provision of emergency social services.

m) To apply preventive and assistance protocols to combat the abuse of members of
more vulnerable groups.

n) To manage applications for the provision of economic aid at municipal, county and
any other applicable level.

o) To coordinate with specialised services, professional teams from other social welfare
systems, associations and bodies active in the sphere of social services.

p) To inform, as instructed by judges and public prosecutors, on the personal and
family situations of individuals affected by legal proceedings.




On the Need for a Reference Technical
and Organisational Model

Faced by a challenge of the scale represen-
ted by the process of change we seek to im-
plement, a reference technical and organisa-
tional model is an indispensable requirement
if we are to successfully turn the ideological
model to guide social action as we propose it
into an operational reality. In other words, to
move from our discourse and vision about the
social services we want to the praxis of how
to make such a vision feasible. Moreover,
this technical and organisational model also
enables us to bring together two elements so

necessary as to be indispensable: unity in
the line of action, ensuring the equitable pro-
vision of services in all the neighbourhoods
and districts of the city; and adaptation of
action programmes to the city’s rich territo-
rial diversity. Finally, seeking to structure and
coordinate the technical and methodological
and organisational and management dimen-
sions, the technical and organisational model
also serves the purpose of helping us to be
more systematic, strategic, proactive, effec-
tive and efficient.

If we were to define, in just a few words, the
features that basically characterise the tech-
nical and organisational model we propose,
we would stress, above all, consistency (in
the sense that the model is firmly-grounded,
fully defined and furnished with the neces-
sary degree of internal coherence) and fle-
xibility and ductility. These latter qualities
enable us to adapt the model to the changes

and requirements to which the social reali-
ties we work with are submitted and to all
situations which the process of change and
improvement may generate as the model is
introduced, implemented and consolidated.
There follows a more detailed description of
the principles and features that characterise
the model we have formulated:

GUIDING PRINCIPLES

= Accessibility = Trust = Proximity = Efficacy and
= Universality = Globality = Proactivity efficiency
= Equitability = Cooperation = Flexibility = Quality

IDEOLOGICAL MODEL

= Normalisation = Networking = Participation

CHARACTERISTICS

= Supported by reference values and ideological principles.

= Recognition of previous experience.

= Consistent (firmly-grounded, fully defined and internally coherent).

= Based on a broad vision of basic social services.

= Complex — multivariable.

= Flexible and adaptable. Receptive to change.

Shared organisational and
management parameters,
guidelines and criteria

Shared technical and me-
thodological parameters,
guidelines and criteria

= Strategic.

= Based on a constructivist logic (target and transitional scenarios).

= Oriented towards process planning and management.

= Focused on the sustainability of change and improvement processes.

= Innovative. Open to permanent learning.

------------------------------------------------------------------------------- = Integrating technical and management logic.




the organisation.

= Future projection and perspective.

= Embracing a global vision of the city and territorial perspectives.

= Providing structure for action units and a diversity of contexts for action.
= Sensitive to the overriding importance of human capital.

= Generating a professional and organisational culture.

= Structuring the cooperation and efforts of stakeholders at different levels within

Diagnosis and ldentification
of Areas for Change

Work on defining the technical and organi-
sational model for basic social services in
Barcelona was based on a diagnostic analy-
sis which took into account different spheres
and a large number of interrelated variables.

Whilst the ideological model gives us vision
and direction, the technical and organisatio-
nal model is that which enables us to advan-
ce and, if necessary at any time, to change
our route without ever losing our sense of

direction or renouncing the principles and
criteria that give meaning to the political
commitment established and the goals we
pursue.

NEW SOCIAL
REALITIES

SOCIAL POLICY
MUNICIPAL

PREVIOUS AREAS
REFERENCES

NEW LEGAL
FRAMEWORK

ANALYSIS
OF CURRENT SOCIAL
CARE SYSTEM

FOR CHANGE

This analytical study enabled us to identify a
series of opportunities for improvement. The-
se opportunities, broken down into priority
change areas, relate to the following spheres:

CARE PLANNING
AND MODEL

RELATIONS BETWEEN
CARE SYSTEM
AND ENVIRONMENT

ORGANISATIONAL DESIGN

CARE PROCESSES

MANAGEMENT PROCESSES

HUMAN RESOURCES

INFORMATION SYSTEMS

CENTRES
AND INFRASTRUCTURE




Taking an overall view of all these areas which
will be affected by the process of change and
improvement we seek to implement provides
us with an initial idea of the high degree of
complexity entailed in this undertaking. For
this reason, it is necessary to draw up a stra-
tegic plan which should be implemented in

a gradual, coordinated way, to help resolve
the main weak points in the territorial social
care system. Due to their importance, the-
se weak points, which were identified at the
diagnostic analysis stage, are described be-
low, grouped into three broad headings:

A. CARE MODEL AND PROCESSES

B. ORGANISATION AND MANAGEMENT

C. HUMAN RESOURCES

A. CARE MODEL AND PROCESSES

= Increased number of demands and degree of complexity from situations subject to
attention.

= New profiles of social groups applying to Social Services. Increased levels of demand on
the part of people attended to by Social Services.

= Disparities between care models (inter- and intra-district), causing inequalities in
services provided. Lack of defined, shared objectives and criteria for assistance provided.

= Catalogue of services poorly defined, with no specification as to how care processes
should develop.

= Single-channel care (face-to-face care channel).

= Little capacity for quick, flexible response. Serious deficits in primary care services that
block up the system. Risk that the care continuum may become fragmented.

= Waiting lists: access to Social Service Centres and the step from primary care to
treatment.

= Social Service Centres attend to a significant number of situations due to deficits in
other welfare systems. Limited capacity of response to these situations through specific,
non-transversal, action strategies.

= Large increase in provisions we need to manage. Considerable proportion of professional
time devoted to managing provisions. Too much bureaucracy involved in work processes.

= Predominance of individual-family work, often with a marked focus on assistance, to the
detriment of more proactive measures (community, preventive, etc).

= Need to invest more in strategies that help to make the step from individual-family care
to collective care. Need to integrate both dimensions more into interventions.

= Predominance of “office” work, to the detriment of action performed in other contexts
(social environment, etc).

= Difficulty in structuring primary and specialised care.




B. ORGANISATION AND MANAGEMENT

= Insufficient degree of integration between the Directorate for Social Action services
providing support for the basic care network and the territorial structure of Social
Assistance.

= Type of organisation and factors linked dependency of services that generate deficits
in management and supervision of team actions.

= Organisation lacking in flexibility and openness to changes in the environment.
= Work based more on procedures than on objectives.
= Lack of common protocols and criteria for service organisation and operation.

= Lack of a programme action logic to organise and structure, within an overall

= Lack of defined results assessment indicators and standards.
= Information systems with large number of shortcomings.
= Difficulties in supervising the decision-taking process.

= Coordination difficulties (intra- and inter-service). Need to provide for coordination
mechanisms within the design of services themselves.

= General services rigid and slow.
= Little culture of quality in services.
= Need to improve work of rationalising and optimising resources.

= Lack of organisational adaptation and relational capacity to enable Social Service
Centres to exercise their function as a nodal point in social services provision within
the territory.

framework of action, all the initiatives launched by Social Action in a particular area.

C. HUMAN RESOURCES

= Substantial and rapid growth of teams in recent times has not been matched by
improved working conditions at Social Service Centres.

= Increased human resources has not led to a proportionally equivalent increase in
capacity and quality of service.

= Lack of definition and some confusion regarding professional roles and functions
within teams.

= Great variation in workloads (intra- and inter district).
= High levels of rotation amongst workers.

= High feelings of overload and dissatisfaction amongst workers. Considerable feeling
of lack of recognition on the part of different professional groups.

= The cases for which services are provided entail many risk factors that can lead to
situations of professional stress.

= In recent years, lifelong training has not been designed according to reference
models and technical processes defined by management.

= Workers have little vision of an embracing organisation global and few feelings of
institutional identification.

= Leadership provided by Social Service Centres rarely based on managerial capacity.




Priority Lines in the Improvement Process

Based on the aforementioned diagnostic
analysis, or audit, we proceeded to define the
priority lines of action to guide the improve-
ment process that we propose to implement

through the development and application of
the Model for Basic Social Services. These
priorities are, briefly speaking, as follows:

PRIORITY LINES OF ACTION

L=

IMPROVED ACCESS TO BASIC SOCIAL CARE

AND CARE PROVISION CRITERIA

o

DEFINING AND SHARING, AT CITY LEVEL, TECHNICAL PROCESSES

PROCESSES

L

INCREASED OPTIMISATION OF RESOURCES AND MANAGEMENT

AT SOCIAL SERVICE CENTRES

L~

IMPROVED SERVICE QUALITY AND INCREASED CAPACITY OF RESPONSE

SOCIAL SERVICES

o

TRANSFORMING THE IMAGE (EXTERNAL AND INTERNAL) OF BASIC

This process of change, shaped by the va-
rious lines of improvement established, pur-
sues a broad range of strategic objectives
that are linked to an operational definition
of the measures to be introduced in order to
achieve the expected results. Continuous as-

sessment will enable us to ascertain, at all
times, the extent to which these results are
achieved in the desired conditions, as well as
revealing any anomalies that may require an
alternative approach.

Due to the importance of these measures
to defining the model, we reproduce below

details of the plan, embracing five lines for
improvement:

1.

IMPROVED  ACCESSIBILI-
TY TO BASIC SOCIAL CARE
PROVIDED AT SOCIAL SER-
VICE CENTRES (SSCs)

= Diversify care channels
in response to the diversity
of user profiles.

= Reduce to the maximum
waiting time for access
to services, and increase
speed of response.

= Provide different social
groups with information
so that they can become
aware of their social rights
and the services available
to them.

= Create an integrated multi-
channel social care system
(face-to-face + telephone +
online assistance).

= Establish a call centre and
an online care service.

= Rethink the primary care
services provided by SSCs.

= Launch advertising and
promotion campaigns on
services, aimed at different
target individual and group
profiles.

= Actions to detect risk
situations in order to offer
preventive social support
services.

= Increase capacity to provide
efficient services.

= Introduce new relational
modes between the Admi-
nistration and citizens.

= Reduce and eliminate
waiting lists.

= Increase capacity
to manage care flows.

= Improve response and
resolution times.

m Increase care coverage
by SSCs to people in
situations of risk and social
difficulties that do not
request services.

= Impact of preventive action
on decreasing situations
subject to intense social
coverage.




OBJECTIVES

MEASURES

RESULTS

OBJECTIVES

MEASURES

RESULTS

DEFINE AND SHARE,
CITYWIDE, TECHNICAL
PROCESSES AND CRITERIA
FOR ASSISTANCE

= Guarantee equitability in
responses provided in the
city as a whole.

= Monitor and assess indivi-
dual-family assistance pro-
cesses based on systematic
defined common action.

= Establish individual-family
intervention protocols with
guidelines according to type
of situation or social problems
and typical formulas establis-
hed in approach.

= Establish indicators to assess
progress in providing services.

= Adapt time devoted to assistan-
Ce processes.

m Establish assistance ratios by
professional profile and types
of approach.

= Adopt corrective measures to
deficits in application or critical
factors in assistance protocols.

= Periodic review of assistance
protocols.

= Determine and activate support
necessary to apply protocols.

= Strengthen the role played by
technical supervision provided
by SSC management in monito-
ring individual-family assistan-
Ce processes.

= Greater control of assistance
processes and increased op-
portunities for improvement.

= Reduced level of technical
discretion in responses and
shortcomings in equitability.
= Optimisation of resources.

= Greater transparency and
objectivity in explaining
professional responses made
to citizens.

= Reduction in the high varia-
tions in workloads (inter- and
intra-district) that exist at
present.

» Decision-taking regarding
optimum assistance based
more on objective factors.

= Greater rationalisation of
support resources.

u Greater reliability and
equitability in criteria for
assigning resources (greater
comparability of responses).

2.

= Establish common guideli-
nes, protocols and criteria
for group and community
work and networking

OBJECTIVES

INCREASING OPTIMISATION
OF MANAGEMENT RESOUR-
CES AND PROCESSES

= Desburocratitzar els proces-
sos de gestio.

= Inclusion in the catalogue
of services of the collective
assistance typology (consensus
definition and strategies).

= Production of common manuals
for use and models for group
and community projects.

= Systemise, accompany and mo-
nitor processes for the design
and implementation of collecti-
ve assistance initiatives.

= Establishment of a bank for
exchanges of projects and
transfer of practices between
territories.

= Strengthen technical supervi-
sion role played by SSC ma-
nagement in monitoring group
and community processes.

MEASURES

= Freeing management processes
from excessive bureaucracy.

= Revise, simplify, standardise
and normalise management
processes. Monitoring.

= Introduce appropriate techno-
logy and information manage-
ment tools.

= Bring in new professional pro-
files to support administrative
management.

= Establish cooperation agree-
ments with other administra-
tions in this sphere.

= Strengthen capacity of SSC
management.

= Increased volume of co-
llective action (groups and
communities).

= Increased capacity to assess
the impact and worth of
group and community prac-
tices.

= Increased capacity for
transferring experiences of
group intervention between
territories.

RESULTS

m Decrease worker devotion to
management and increase
process control.

= Decrease bureaucracy and
waiting time for citizens.
Increase capacity for ma-
nagement and control of
paperwork.

= Increase resource rationali-
sation.

= Greater reliability and
quality of SSC production
with regard to administrative
management.




OBJECTIVES

IMPROVE QUALITY OF SERVI-
CES PROVIDED AT SSCs AND
INCREASE THEIR CAPACITY
OF RESPONSE.

= Permanently guarantee
personalised attention and
the necessary support so
that people attended to
can achieve the change
and improvement targets
proposed.

= Permanently guarantee
the promotion of actions
aimed at providing support
for groups and collectives
in order to reinforce their
active role in community
networks.

m Diversify SSC action strate-
gies, increasing professio-
nal dedication to proactive
practices of a preventive
and community nature.

MEASURES

Increase dedication to specia-
lised intervention and social
support work by reducing time
devoted to processing and
management work.

Adopt measures for permanent
improvement and innovation in
individual-family assistance.

Draw up a lifelong training plan
based on the requirements of
the new model for individual-
family assistance and the
rigorous detection of training
needs amongst different social
worker groups.

Promote move from individual-
family assistance to collective
assistance, increasing the
number of group assistance
projects.

Increase the number of com-
munity initiatives implemented
by SSCs or which these partici-
pate as promoter, co-promoter
or partner.

Adopt measures for permanent
improvement and innovation
in collective and preventive
assistance.

Draw up a lifelong training plan
based on the requirements of
the new model for collective
and/or preventive assistance
and the rigorous detection of
training needs amongst diffe-
rent social worker groups.

RESULTS

= Increase in the degree
to which approaches are
resolved.

= Increased citizen
satisfaction.

= Decrease in service frequen-
tation index.

= Change in perception of SS
from focus on assistance to
one based on the principles
of rights and justice.

= Increase in the range of
responses that SSCs can
provide based on support re-
sources from the community
environment.

= Increase in number and type

of SSC partners in promoting
social action initiatives.

OBJECTIVES
4.

= Increase SSC capacity for
information-gathering and
action, embracing groups
not generating demands
and emerging social situa-
tions and phenomena.

= Increase capacity for
complementarity and joint
work by SSCs and the rest
of the service network and
organisations operating in
their territorial area.

s Constantly adapt services
provided to citizens’ needs
and expectations.

MEASURES

Strengthen SSCs’ work in
detecting and service provision
in the context of the open
environment and others linked
to the community environment.
Diversification and increase in
types of response provided by
SSCs.

Promote the establishment

of formulas for cooperation
and the design of networking
circuits and protocols for inter-
vention.

Improve the joint work by SSCs
and specialised social services.

Improve the joint work by SSCs
and an assistance mechanisms
pertaining to other welfare
systems. Promote territorially-
based transversal projects.

Permanent redefinition and
review of catalogue of services.

Permanent study and analysis
of figures on assistance pro-
vided and those on the social
environment gathered by SSCs.

Establish and maintain a
system for gathering, classi-
fying and managing reports,
complaints and suggestions
generated by people attended
by SSCs.

Surveys of satisfaction related
to the provision of particular
services.

RESULTS

= Diversification and increase
in types of response provided
by SSCs.

= Improved capacity of res-
ponse and optimisation of
resources.

= Greater recognition and lea-
dership of SSCs within the
territorial service network.

m Feasibility of actions and
processes of constant impro-
vement.

m Review and possible modifi-
cation to provision (or size)
of services.




Clearly, the success of the global strategy for
change presented here depends, above all,
on our ability to establish links and synergies
between the different processes for change
generated by each of these lines of action

the technical and organisational processes
we seek to establish. More precisely, we can
identify the following as key factors for the
successful implementation of this improve-
ment plan:

OBJECTIVES

MEASURES RESULTS

4. = Introduce the programme
perspective as a principal
reference in the social

= Introduce specific annual
action programmes at each
SSC to serve as a frame for all

= Make actions more systema-
tic and proactive.

action generated by SSCs.
Improve articulation
between different action
strategies implemented by
SSCs.

activities generated.

= Promote District Social Action
Plans as a framework for inte-
grating the different SSC action
programmes in districts.

= Orient territorial programming
according to shared objectives
in the city.

= Integrate framework program-
mes launched by the Directo-
rate for Social Action with SSC
action programmes and district
territorial social action plans.

m Greater integration of social
responses overall within a
particular territory.

m Provision of a framework
for assessment enabling
measurement of the impact
generated by territorial social
action and the needs for
reprogramming.

= Great possibility of compa-
ring and contrasting diffe-
rent centres.

5.

TRANSFORM IMAGE (EXTERNAL
AND INTERNAL) OF BASIC

SOCIAL SERVICES IN BARCELONA

m Offer citizens an image of mo-

dern, quality basic social service

provisions, efficient and close
to them.

= Install a consolidated work
culture based on the spirit of
providing public service to citi-
zens by SSCs.

m Design and implementation
of an external communication
strategy that takes into account
target audience segmentation
and the need to select the best
way of interacting with each.

= Modernisation and quality of
assistance means and environ-
ments. SSC operational plan.

Motivational plan for human
resources and activation of
mechanisms to enable workers
to develop professionally.

= Strategies to promote existing
human capital in work teams.
Banks of experts, promotion of
in-house teaching, etc.

m Increased citizen confidence
regarding the services provided
for them by the Administration

= Change in traditional percep-
tions of Social Services.

= Increased professional com-
mitment and spirit of serving
the community.

= Increased motivation and
feeling of professional recogni-
tion amongst workers.

= Increase in cooperative profes-
sional initiatives.

= Greater worker involvement in
permanent self-improvement
processes.

in order to provide suitable frameworks for

= Strong political, technical and organisational leadership.

= Vision of a collective project that can bring together the contributions from the
different stakeholders involved.

= Clear identification of those responsible for guiding the different processes for
change and improvement.

= Gradual (phased) and strategic implementation of the processes for change included
in each line for improvement.

= Interaction and generation of synergies between processes implemented in each line
of improvement.

= Creation of conditions to organise the gradual transformation of technological and
methodological processes.

= Appropriate timescale for action and avoidance of forcing processes.

= Guarantee provision of necessary resources to support processes of change as they
are implemented.

= Understanding and taking account of resistance to change in the implementation of
improvement processes, encouraging and providing incentives for new work practices
and dynamics to help establish the model.

= Anticipation of main critical factors and the difficulty that may be caused by
improvement processes in order to implement, as effectively and quickly as possible,
strategies for resolving problems, providing support and, if necessary, redesign.

= Permanent monitoring, support and assessment of processes launched, ensuring
capacity to adjust and reorient them if necessary.

= Transfer of experiences with modelling capacity and function.

= Permanent communication strategy focused on the implementation of the processes
for change launched.




Key Factors in Defining the Technical

and Organisational model: the Catalogue
of Services and the Care Circuit

In defining the technical and organisational
model for basic social services, we took into
account, within the indispensable framework
provided by the ideological model defined,
two key elements: the Catalogue of Services
and the Care Circuit. That is to say: WHAT
services and resources are provided for citi-

THE CATALOGUE OF SERVICES

We consider the catalogue of services to be a
basic, strategic element in defining, guiding
and developing the Social Services model.
Moreover, permanent review of this catalogue
will help to guarantee territorial equitability
and the constant adaptation of our responses
to changing social needs and expectations.

The catalogue of services, which defines the
what, the who and the how of our response
to social needs, embraces an exercise that
generates both internal and external benefits.
Internally, the catalogue helps to generate
common criteria regarding the provision of
services. Externally, from the citizens’ point

zens and HOW they are provided. These two
elements, which help to structure the model
and make it operational, are permanently im-
pregnated by the two dimensions that we be-
lieve social care should always embrace: the
individual-family and collective dimensions.

of view, its main role is that of enabling ac-
cess to assistance and to responses in accor-
dance with recognised rights.

The way the catalogue is formulated responds
to high-level political and managerial deci-
sions that are taken in accordance with the
principles and strategic objectives defined by
the organisation. Nonetheless, this formula-
tion, submitted, as previously mentioned, to
permanent review processes, must be closely
connected to needs detection and analysis,
which is carried out at a technical and opera-
tional level. This professional level also plays
an important role in other actions linked to
the act of producing the catalogue: grouping

and classifying services; defining the techni-
cal and organisational processes behind the
provision of services; and designing essential
tools to develop services.

Our exercise of analysis with regard to the ca-
talogue of services followed a general appro-
ach, and included all social services provided
by the local authority in the city. These inclu-
de both services provided directly by Social
Service Centres and others that are managed
centrally by the Directorate for Social Action
and whose purpose is to provide support for
the network of basic social services. The ob-
jective of this analysis was to produce data
and reflect on the same with a view to impro-

ving the provision of services. Such improve-
ment is focused, particularly, on increasing
efficiency and optimising processes and re-
sources without detriment to the quality of
the social support provided.

This work of studying and reviewing the cata-
logue of services (including both individual-
family and collective services) can be clearly
broken down into two broad lines of conside-
ration. The first of these is related to the way
the catalogue is formulated (grouped into the
types presented below) and to the links and
complementary aspects found amongst ser-
vices.

Individual-family care services:

= Socio-personal and family support.
= Home care.

= Coverage of basic needs.
= Financial assistance.

= Prevention of social exclusion
situations.

= Support for people affected by severe
social exclusion.

= Assistance for urgent and emergency
situations.

= Support for people in a situation of
dependency.

= Support for infants, children and young
people.

= Support for immigrants.

= Support for people with disabilities.

Collective care services:

= Support for groups.

= Support for different collectives
through resources from the community
environment.

= Support for associations and the
establishment of community networks.




The second line of analysis we refer to fo-
cuses on internal management processes. Its

objective is to study existing operations and

information flows at each of the different sta-
ges that form the assistance continuum.

SERVICE

Individual-family beneficiary Collective beneficiary

! 1 ! 2. ! ! 3. !
\ Information | | Exploration | | Processing |
. Guidance | ¥ | Diagnosis | 7 | ‘

| Prescription |

Validation Provision %Monitoring !
‘ P . 7 | Coordination |

CARE UNITS

Culminating this work of study and analysis,
the catalogue of services is designed to provi-
de a tool, validated and useful to workers and
the organisation in general. It should help to
unify care provision and management crite-
ria. However, above all, the catalogue should
enable citizens to enjoy access to permanent,
reliable information about the services availa-
ble and the requirements established for the
provision of each. To establish such a key-in-
hand catalogue of services for citizens is the
objective of the final stage in the process we
are currently implementing.

CARE CIRCUIT

The care circuit we have designed for basic
social services takes into account, at all ti-
mes, key elements in the context, such as the
increasing numbers of people receiving assis-
tance from Social Services and the increasin-

gly broad profile of people with access to such
services due to the more universal nature of
rights conferred by the new legal framework.
As mentioned, the care circuit embraces, in
an integral way, both the individual-family
and the collective dimension of social inter-
vention, and is designed to provide a support
itinerary that connects and articulates to the
maximum all processes, actions and stake-
holders activated at each stage or sequence
in the service provision continuum.

It is over the course of the care itinerary,
and according to needs, assessment and
the guidance provided at each moment, that
the services and responses considered most
appropriate are activated. To guarantee this,
we are convinced that greater efforts should
be invested in establishing protocols for the
measures carried out within each work unit

and the indispensable connections between
the different parts that form the assistance
system overall. We also consider it essential
that the care circuit should be applied in a
uniform, equitable manner throughout all the

districts of the city.

The care circuit designed is characterised,
principally, by the elements listed below. The
circuit:

= Includes an integrated multi-channel system to provide assistance
(face-to-face + telephone, via call centre, + online...).

= Redesigns the gateway to the care system.

= Stresses quick and easy access to the care system.

= Combines direct access and access by prior appointment.

= Differentiates between brief intervention and continued intervention.

= Establishes as a priority objective that of decreasing response and/or resolution time
to the maximum, without detriment to the quality of assistance provided.

The gateway to care is an aspect of the care
circuit (not homogenous at present) that has
come to be considered particularly critical in
recent years. For this reason, this gateway is
identified as a key factor for the success of
the circuit. Accordingly, the first stage of ope-
rational development for the model focuses
on designing and defining such key strategic
aspects as: the prior appointments system,
the protocol for immediate care, agenda ma-
nagement, organisation of spaces and signa-
ge at centres, establishing the functions and
organisation of administrative and primate

care management units, etc. However, we
should also stress that just as important for
ensuring the successful provision of social
services in appropriate conditions is the goal
of achieving the optimum degree of coordi-
nation between the different stages and units
that structure and intervene, respectively,
throughout the care itinerary.

There follows a description of the structure
and general logic behind the care circuit de-
signed:
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Organising the Network of Services,
Based on the WHAT and the HOW of Social Care

Having defined the WHAT and the HOW of
the assistance provided by Social Service
Centres, we now need to consider the most
appropriate organisational design for action
in a changing, dynamic environment that re-
quires us to adapt our responses constantly,
with speed and efficiency. In this way, we
seek to avoid the trap, so easy to fall into, of
making it the type of organisation that finally
determines the type of response we give to ci-
tizens. Another important requirement when
designing the organisational architecture for
basic social services was, from the standpo-
int of the overall system, the structure ne-
cessary for the different levels, dynamics and
stakeholders that form the system.

We have opted for a type of organisation that
adopts as its basic principles efficiency, ad-
justment and complementarity amongst the
different units that exist at each organisatio-
nal level. The aim of organisational design is,
basically, to provide a network structure that
can successfully weld together an overall stra-
tegy that establishes general lines, criteria,
strategies and procedures for action with the
need to provide action units with a sufficient
degree of autonomy to enable them to provi-
de creative, adaptable responses at all times
and in different environments. Moreover, the
organisational design seeks to comprehend
and create a flexible environment that can
develop, reinforce and disseminate the know-
how generated within the system, along with
other input and contributions from the envi-
ronment and other external systems.

it

The model for basic social services embra-
ces three organisational levels: that at which
each social service centre operates, the te-
rritorial level and the city. The figure below

shows, for the different organisational levels,
the organisational units linked to them and
the professional profiles of the workers enga-
ged at each.

= DIRECTOR, SOCIAL SERVICE CENTRE

SOCIAL

SERVICE PRIMARY
CENTRE CARE UNIT

MONITORING / SOCIAL ADMINISTRATIVE
AND COLLECTIVE CARE

MANAGEMENT
UNIT UNIT

= DIRECTOR, TERRITORIAL SOCIAL SERVICES

TERRITORY Psychologists

Legal advisers

falta traducir

DISTRICT SUPPORT UNIT

= Street educators: APC (“From the Street” education project)
+ SIS: social integration service for homeless people

= DIRECTOR EXECUTIU | DIRECTORA TECNICA DAS

direction).

Service).

core).

CITY SUPPORT UNITS

Technical staff managing Basic Social Services network
support services (DAS-Directorate for Social Action-executive

CITY SAIER (Immigrant, Foreigner and Refugee Assistance

Intercultural mediators.

Social urgency and emergency care service.

DAS technical management team (technical and organisa-
tional development core + information system management




The territorial and city organisational units
provide support for action by the network for
basic social services, bringing in a more glo-
bal vision, optimising resources and supplying
the strategic resources needed to provide and
manage services. The many different profes-
sional profiles involved in all the different
units that form the organisational system gi-
ves them considerable capacity, and this is
complemented by initiatives for cooperation
and joint working with other stakeholders in
the territorial network that each Social Ser-
vice Centre generates in the environment in
which it is located and operates.

At organisational level, the Social Service
Centres are structured around three units
(primary care, monitoring / social treatment
and collective care, and administrative ma-
nagement). A manager is responsible for
each of these levels. Care units are formed
by qualified social workers, social educators
and administrative staff specialising in social
services.

The administrative management unit is that
which receives visitors to the Social Servi-
ce Centre, referring them to the appropria-
te care unit. It also provides support for the
primary care unit and the monitoring / social
treatment and collective care units for the
work of processing and managing resources,
and for general administrative work. The pri-
mary care unit is that which gives assistance
in the first instance, quickly and capably dea-
ling with situations that require intervention
of low or very low complexity and referring
those in which a need for more intensive su-
pport over longer periods of time is detected

to the monitoring / social treatment and co-
llective care unit. The latter is the unit that
provides assistance for cases requiring moni-
toring or social treatment, making the step,
whenever possible, from individual-family
care to collective, and employing group work
strategies. The monitoring / social treatment
and collective care unit also designs and im-
plements community projects and preventive
action initiatives.

These three units interact through a logic of
the professional system and teamwork that
constantly complements abilities, generates
a shared common vision, objectives and work
method and partakes of a spirit of collective
responsibility aimed at ensuring that citizens
receive the best possible service.

The territorial level is headed by a mana-
gement team (the Social Services territorial
management team) that directs all the Social
Service Centres in the particular area and is
formed by members with different professio-
nal profiles. This unit’'s action is guided by
a variable and flexible strategy for assigning
support resources to Social Service Centres
according to their changing needs. Finally,
at city level, there are units that, within the
executive structure, manage and monitor
services provided throughout the city, com-
plementary to basic social services. The city
level also embraces all material and human
resources attached to technical management
and linked to technical and organisation de-
velopment and support and the implementa-
tion of the Social Action Information System
Plan, described below.

Managing such a complex organisational
structure requires, at a more operational le-
vel, considerable work in defining practical
mechanisms to provide a structure for the en-
tire care system. It is also essential to define
and develop the technical, methodological,
organisational and functional criteria to en-
sure united action throughout the different

territories in the city. There is no doubt that
control and monitoring the way these criteria
are applied and the impact such actions ge-
nerate will represent one of the keys to the
successful introduction and consolidation of
the Model for Basic Social Services.




The Planning and Assessment Logic

in Territorial Social Action

Another essential component in the Model for
Basic Social Services is the inclusion of the
planning logic as a strategic element in orga-
nising action with a citywide and territorial
vision. This planning logic, besides ensuring

maximum organisation and integration of all
action initiatives launched, also enables us
to generate synergies and a permanent ex-
change dynamic between the two levels (city
and territory).

At city level, we include all general program-
me references that should guide social inter-
vention enacted by the Directorate for Social
Action and which, through the models and
strategic lines for action in each sphere of

care provision, should inform territorial ac-
tion programmes. At territorial level there are
three planning levels, as indicated in the fi-
gure below:

CITY SPHERE TERRITORIAL SPHERE

ORGANISATION OF AREA

SOCIAL INCLUSION PLAN

4I
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Each Social Service Centre will have to be
equipped with an Action Programme (1) that
brings together all the activities implemen-
ted in its respective area of reference and at
all the different levels. In turn, all the action
programmes at the Social Service Centres in
a district will be included in the Territorial
Social Action Plan (2). At a more general le-
vel, the Barcelona Territorial Social Action (3)
will embrace all the social action plans from
Barcelona’s ten districts. In order to make
it feasible to deploy these programmes, the
different areas of responsibility have been
defined, along with the functions of the diffe-
rent management levels involved (at city and
territorial level).

Tying in with this programme logic, the Model
for Basic Social Services confers particular

importance on assessing results and impact
generated by the measure applied by Social
Service Centres in the territory. We feel that,
in order to guide this assessment process, it
is necessary to start from the basis provided
by an accurate definition of the purposes and
objectives that should guide action and res-
ponses implemented by Social Service Cen-
tres. We also need to identify the indicators
of different types (structure, environment,
results and process) required to measure the
degree to which goals are reached in each
of the key result areas we have established:
access to services, capacity to resolve so-
cial problems involved, effective satisfac-
tion of those provided with assistance. Only
by means of such an exercise in assessment
and permanent self-criticism can we hope to
learn form our own experience.



The Key Role Played by Human Resources

Another area considered when we were
drawing up the Model for Basic Social Ser-
vices and considered to have major impor-
tance, is human resources management, in
the understanding that human capital is the
key element and the driving-force behind any
process of transformation and improvement.
For this reason, we feel that the introduc-
tion of the Model for Basic Social Services
requires support from the carefully planned

and implemented management strategy for
change, aimed at preventing and resolving
resistance and generating engagement and
commitment. In short, it is a question of ge-
nerating, throughout the organisation, the
perception that all involved are sharing in a
vital collective project, one with considerable
impact and importance, and to be preparing
the ground for the shape that municipal so-
cial services will take over the coming years.

The lines of action we seek to establish in
this area revolve, basically, around three main
themes. The first of these is the structure of
technical support to be provided to the di-
fferent members of the teams at Social Ser-
vice Centres. This well-coordinated support
should include both internal and external re-
sources available to the municipal organisa-
tion itself. The second theme concerns pro-
fessional training and development. Training
is understood to cover a broad range of lear-
ning management that places the emphasis,
not only on knowledge, but also on managing

the organisational environment and culture.
Finally, the third key theme concerns a glo-
bal strategy focused on fostering and opti-
mising human capital engaged in providing
basic social services or—what amounts to
the same thing—the need to confer prestige
and recognition on this field of professional
practice. Clearly, this last theme, which em-
braces the previous two, requires an effective
combination of technical, organisational and
professional conditions, as is made clear in
different strategies established:

= System of motivation and incentives.

services).

teaching...).

other cities and towns).

= Professional support (lifelong training and technical supervision).

= Horizontal promotion (recognition of professional expertise).
= Vertical promotion (acceptance of new responsibilities within the organisation).

= Professional mobility (between territories, with possibility of access to specialised

= Professional projection (participation at professional forums, publications,

= Professional exchanges (of good practice between districts and benchmarking with

The universe built up by all these strategies
finds support in the huge potential and ca-
pacity for transformation generated by the
confluence of the great expertise and talent

found in the teams at our Social Service Cen-
tres, all at the service of achieving shared
goals for improvement as established in the
Model for Basic Social Services.




Application of the Relational Management Perspective

Another area in which great importance is
place on the Model for Basic Social Services
is relational management. In this respect, the

model focuses particularly on three dimen-
sions:

and the other welfare systems

= Participation of people attended to at Social Service Centres.
= Effective integration of Social Service Centres into the community environment.

= Coordination and articulation of basic social services with Specialised Social Services

The first dimension of relational management
is, then, the participation of people attended
to at Social Service Centres. Including in the
model the viewpoint of people given attention
as active subjects in the process of producing/
providing services, with the capacity to decide
over the assistance they need and to evaluate
whether this support complies with establis-
hed quality standards implies implementing
strategies that make their participation in our
services feasible and effective. The many and
varied profiles amongst the people attended
clearly requires that the range of strategies

should be as wide and diverse as possible. In
this respect, the Model for Basic Social Ser-
vices calls for consideration of such measu-
res as: establishing effective mechanisms to
provide information and inform users about
their rights and duties; providing systems
for the continuous assessment of their levels
of satisfaction; introducing mechanisms for
receiving, assessing and responding to sug-
gestions, claims and complaints; facilitating
participation processes de participation and
formulas enabling users to be represented on
community participation bodies; and so on.

Another dimension to this area of relational
management concerns the necessary integra-
tion and connection of Social Service Centres
to the community environment in which they
operate. This is a basic condition for ensuring
that these mechanisms for attention can play
a nodal role within the community network
and in coordinating all social support resour-
ces (existing and potential) in the territory.
Finally—and closely linked to the above po-
ints—a third relational dimension concerns
the coordination and articulation of basic so-
cial services with specialised social services
and those provided by other systems.

We firmly believe that we must prove oursel-
ves able to move on from the discourse of
joint work with others to concrete, tangible
practices in this line. To this end, it is es-
sential to provide a broad range of consistent
and sustainable methodological and organi-
sational formulas, as well as to provide politi-
cal and institutional agreements to give them
coverage. Only in this way can the work of co-
ordinating and ensuring the complementary
nature of basic social services with services
at other levels can we overcome the inevita-
bly precarious nature of work practices and
dynamics that are, even today, more volunta-
rist and unsystematic that would be conside-
red desirable.




Linking Various Strategic Processes

The Model for Basic Social Services we have
drawn up also includes a series of strategic
processes that are decisive for the introduc-

tion of the general process for improvement
established.

= Information systems.
= Quality and permanent improvement.

= Inter-administrative cooperation.

= Image, communication and public promotion of basic social services.

The first strategic process concerns infor-
mation systems, considered a basic support
tool for professional social work and mana-
gement activities. These information systems
are indispensable for planning, coordinating,
monitoring assessing care criteria and pro-
cesses, controlling and managing resources
and, finally, also enabling cooperation and
exchanges between different branches of the
administration. For this reason, with the su-
pport of the Municipal Institute of Informa-
tion Technology d’'Informatica, IMI), we have
designed and are now developing the Master
Plan for Social Action Information Systems

for the 2007-2012 period. The master plan,
which was drawn up based on a study of the
initial situation and the formulation of a futu-
re model for information management within
this sphere, embraces 30 projects. Amongst
these projects, the most strategically impor-
tant are: the SIAS (Social Action Information
System); the Professional Portal; and the
Management and Prior Appointment Agenda.
Besides these, other projects are aimed at
improving applications for managing specific
services and creating new computer manage-
ment tools for other previously not equipped
with such aids.

Other strategic processes also included in the
Model for Basic Social Services have to do
with quality and constant improvement. We
understand quality as a global strategy that
involves the entire organisation, mobilising
all its resources towards the goal of satisfying
citizens’ expectations in constant efforts ai-
med at producing improvement. From this
standpoint, processes constitute a key ele-
ment, since quality, as an intrinsic part of
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Similarly, inter-administration cooperation is
adopted as an important strategic process.
Such cooperation is considered a crucial fac-
tor that enables the shared engagement and
commitment of the different administrations
involved to advance towards the provision of
quality social services and an effective, well-
coordinated system of services in the city.

such processes, is what determines the ove-
rall quality of services. However, to speak of
quality does not mean to speak only of pro-
cesses, but also of a new culture, of people
interacting within our organisation in lively,
dynamic, changing ways. Also—and above
all—quality means people who relate in an
extremely careful, sensitive way to those who
come to Social Services.

Finally, public image, communication and
promotion of basic social services are the key
elements in a strategy that is indispensable if
we are to present citizens with a modern, effi-
cient image of quality services that are close
to people, raising their confidence in the res-
ponses to needs provided by the public social
assistance system.
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The Quantitative and More Tangible Dimension
of the Model: Means and Resources

Although not a determining factor since, it
cannot alone guarantee the success of this
project, it is obvious that advancing towards
the care model we describe here requires a
series of means and resources that can make
such an enterprise feasible. To this end, Bar-
celona City Council is committed to making
great investment efforts, providing the pro-
ject with considerable resources aimed, abo-
ve all, at establishing more and better social
service centres and increasing the number of
workers employed by basic social services.

Within the specific sphere of Social Service
Centre facilities, the city authorities plan to

Map of Social Service Centres 2015

invest 30 million euros by 2011, financing
plans to develop existing centres and to build
new ones. Once the process of implementing
the Model for Basic Social Services has been
completed, 7 new Social Service Centres will
have been built in Barcelona, whilst the exis-
ting network of 34 existing centres will have
been refurbished (14 renovated and 20 re-
placed). By the year 2015, then, the city’s
network of basic social services will comprise
41 centres (classified by three types, accor-
ding to size) providing services to Barcelona’s
73 neighbourhoods. The map below shows
the territorial distribution of this network of
centres.

The new Social Service Centres (41 centres serving 73 neighbourhoods)

O New
neighbourhoods

As mentioned previously, this growth in the
number of centres will be linked to a parallel
increase in human resources (in accordance
with the stipulations in the current Social
Services Law of Catalonia). This growth in
personnel, estimated at an additional 211
workers, represents a 44% rise in the city’s
social services work force, and will increase
costs by 9 million euros per year. By 2011,
the Barcelona network of basic social services
will be formed by 696 workers. The territorial
distribution of these workers was calculated
in terms of a ratio based on figures for total
population (taking into account the current
context in which services are becoming uni-

versalised, made accessible to all), as well as
others linked to the activities of Social Ser-
vice Centres and the standardised synthetic
index of social inequalities. Accordingly, a
criterion for redistribution is applied: higher
ratios of workers are assigned to districts with
greater and more general needs for social ser-
vices.

To all these resources that Barcelona City
Council plans to invest under this project to
increase number of centres and human re-
sources, we should also add the 7.5 million
euros earmarked to finance the Master Plan
for Social Action Information Systems.




The Operational Development and Introduction

Process for the Model for Basic Social Services:

The CINTRA Project

We have the map and we are quite sure of
where we want to go, though we are also well
aware of the long road ahead. Now we need to
face the great challenge of proving ourselves
capable of gradually applying this Model for
Basic Social Services in the city. There are
still many elements that require more precise
definition, many processes to be defined and
put into action. For this reason, the stage of
implementing the new model must be pre-
ceded by an earlier operational development
stage. It will also be necessary, through the
pilot schemes planned for the initial phase,
to test the model we have formulated, rethin-
king any aspects revealed in this way to re-
quire modification.

All this, all within the framework of an effecti-
ve change management process, with coope-
ration between the different departments in
the municipal organisation and the provision
of a powerful piloting and monitoring struc-
ture that brings together all the stakeholders
involved, at political, strategic management
and technical level. As stressed previously,
we need to permanently bring together the
engagement, the endorsements, the contri-
butions and the talent accumulated amongst
all the stakeholders involved in the project
and to generate, along the course of this jo-

urney we have embarked upon, a climate that
encourages collective learning and a coope-
rative spirit that can spread to the entire or-
ganisation. We want to make ours a learning
organisation, an organisation as defined in
the quotation that opens this publication,
one committed to lifelong learning and set on
projecting the future from the present, never
forgetting its reason for being and principal
stimulus: improving the service provided to
citizens.

It is to this end, and to provide a response to
all the challenges implied in the operational
development and implementation of the Mo-
del for Basic Social Services, that we have
designed the CINTRA (Commitment, Inno-
vation and Transformation of Social Action)
Project. This initiative stands alongside other
finalist and motor projects in the Barcelona
2.0. Plan, whose objective is to introduce a
new municipal management model. For this
reason, and within this more general fra-
mework, CINTRA is both the name of project
and, at the same time, is designed as a ban-
ner that can bring together and create a fe-
eling of shared identity and commitment all
those of us who, in one way or another, help
to make the Model for Basic Social Services a
practical, viable and feasible initiative.

CINTRA:

In English, “cintra” means “centring”: a
concave, single-arched, curved structure; a
wooden frame supporting an arch in cons-
truction, until the keystone is put into place.

CINTRA is a project in construction, a fra-
mework on which, one by one, the diffe-
rent stones forming the arch can be laid,
preparing the way for the implementation

of the Model for Basic Social Services. To
continue with the metaphor, a stable arch
requires all the stones that form part of it to
be precisely calculated, and the sides where
these are joined must be carefully prepared.
The operational development and introduc-
tion of the Model for Basic Social Services
requires considerable strategy, cure, hard
work, coordination, synchronies, synergies,
and so on, in order to make it possible for us
to achieve the goals we have set ourselves.
And, in short, so that everyone who lives

in Barcelona will be able, at a later stage

in the general application of this initiative,

to appreciate the changes and improve-
ments made to Social Service provisions. If
we achieve this, we will have successfully
placed the keystone, and the centring (“cin-
tra”) will no longer be necessary. Nonethe-
less, we are aware that, once this project,
carried along by its initial impulse, has been
developed and assessed, we shall need to
constantly review the bases, components
and variables that support the social action
model introduced.

Basically, the key ideas that shape the CIN-
TRA Project obey a particular concept con-
cerning processes of change the affect or-
ganisations providing services to people and
the value that attach to human capital in un-
dertaking this kind of initiative.

asset.

management formulas.

= Who will make the project feasible and ensure
the success of the change process? Its principal Pl TrusHng T
stakeholders: basic social service workers and in the other | the other power
managers. Human capital is the project’s main

= We must make the best possible use, strategically
and creatively, of the opportunity offered by

the availability of more and better resources to Change Ride Hammess
] o is here the wave the power
implement and try out new care provision and of the sea

= All processes of change form continuous routes
informed by the experience previously gathered,
the learning generated by day-to-day practice Benefit Act here Dynamic
and the establishment of conditions that enable
us to continue advancing towards the future.

= We must always be sure about the direction we
want to follow, but we must also be flexible, ready Create The ability [| Without losing
to change direction at any time, if necessary.

from the and now of constant
work done change

a vision to change one’s bearing
of the future course




The CINTRA Project is furnished with an or-
ganisation that embraces several different
coordinated working areas that, with a global
vision, aim to achieve the strategic objectives
established by the project managers. Provi-
sions have also been made for project mo-

nitoring and coordination, at political/mana-
gerial, direction/strategic and technical level.

There follows an overall description of the
project organisation:

CINTRA PROJECT

WORK AREAS
v A 4 v v
Technical Information Human
Centres
Development Systems Resources
\ A A A A

Communication

CENTRAL: Leadership in changing from
SSC management

ASSOCIATES: Actions with specific
professional groups

There are, basically two key conditions for
the successful development of the CINTRA
Project: firstly, synchronisation and consis-
tency amongst all the actions implemented
by the different work areas; and, secondly,
effective communication management, en-
suring that all stakeholders involved in the
project have access, at all times, to relevant,
quality, updated information that enables

m
>
o
(1]
=
3
(2]
=]
-
=
wn
(%)
()
)
=]
—
—
[
(72]

them to perform their work whilst also for-
ming a global vision of the project.

As can be seen in the figure, above, the te-
chnical development area plays a central
role. This is true, both from the standpoint
of all key aspects in the model that require
definition and design from a technical and
organisational perspective and as regards the

participation of different groups of basic so-
cial service workers are called up to play in
this initiative. Amongst these groups, we feel
that Social Service Centre directors should
play a crucial role in engaging the involve-
ment and commitment of their teams in the
change process.

Along this line of action, a Development Plan

for Leadership by Social Service Centre Di-
rectors has been drawn up and is already at
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the implementation stage. The plan focuses
on two basic themes: building and construc-
ting; and leading. The logic shaping the plan
is that of generating learning through the
acquisition of new knowledge and informa-
tion, practical experimentation, managing
knowledge and exchanges within the profes-
sional group formed by social service centre
directors.




Training

falta traducir

Gestio de projectes

. /“’ . /“’ . /“’ . } E Strategic projeCts E

Day-to-day implementation

Preliminary contact

.: .f .’J’v‘l . } E operational application E

Coaching

The plan will be implemented over two sta-
ges or editions, each lasting six months, with
the participation of 17 Social Service Centre
directors at each. The thematic modules that
provide the structure for the entire process
are linked to the broad themes that provi-
de the basis for the Model for Basic Social
Services established: catalogue of services,
care circuit, organisational design and rela-

tional management. Throughout the process,
at each edition, teams will be formed to de-
velop projects linked to the aforementioned
themes. All experience and learning genera-
ted as the plan is implemented will be effi-
ciently shared and made transferable to the
rest of the organisation by the application of
an internal communication strategy.

Another work line, which involves all the areas
concerned with organising and developing
the CINTRA Project, is the opening, in 2009,
of three experimental social service centres.
Over a certain period of time, these centres
will apply and test different aspects linked
to the care circuit and the internal organi-
sation at social service centres. According

to the results obtained from the monitoring
and assessment system applied and through
comparative analysis of the way in which the-
se three experimental initiatives were develo-
ped, all necessary changes and adjustments
will be made so that the new Model for Basic
Social Services can be gradually implemen-
ted at all the other centres in the city.




From the Primary Care We Wanted to the Basic
Social Services We can Create

Whilst some years ago, when Social Services
were still young in our country and were im-
mersed in a process of constructing their very
identity, we were committed to providing the
primary social care we wanted, today we are
obliged to take another step forward and take
the opportunity we have now of establishing
basic social services that can embrace all
the learning we have acquired over the years,
adapted to the present whilst capable, also of
generating future.

The principal challenge facing us is that of
renewing the meaning and importance that
today, more than ever, our locally-based res-
ponses and provisions, rooted in the commu-
nity environment, have and should continue
to have. Perhaps, to a large extent, we need
to revive the strong, clear feelings generated
during previous stages, when what stimula-
ted and mobilised us was the conviction that
there was still a lot to do with regard to social
service provision.

We now enter a new phase in the history of
our Social Services when we have the privile-
ge and the responsibility not to be mere spec-
tators, but to become active participants in

their construction. This is clearly a moment
which is open to transformation and experi-
mentation, a time when the age-old respon-
ses are no longer valid, or are only partially
valid, to deal with new social situations and
realities. That is why change is, today, both a
necessity and a stimulus, a reality that urges
us to be ready to unlearn, to take risks, to be
creative, to share...

Probably the main conclusion we can draw
from the entire contents of this publica-
tion—and what we should like most to make
clear—is that the scale and complexity of the
changes we seek to effect by introducing the
new Model for Basic Social Services are such
that each and every one of us is needed: po-
liticians, managers and social workers. That
is why it only makes sense to focus on both
the Model for Basic Social Services and the
CINTRA Project which forms the basis for
developing it through a gradual but decided,
slow but sure movement of joint appropria-
tion shared responsibility, as a collective pro-
ject, a common commitment forged through
the confluence of different viewpoints and
through the joining together of all our hopes,
desires and efforts.




The Barcelona of Inclusion and Solidarity

Further information:
www.bcn.cat/acciosocialiciutadania
www.bcn.cat/serveissocials



